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Abstract 
During the adolescent years, which coincide with the years of middle school, a student’s 
inward sense of self-awareness shifts to an acute awareness of others’ perception of them. 
More so than any other period in a student’s development, it is the middle years where their 
physical, emotional, and cognitive changes are on full display to everyone around them. This 
Organizational Improvement Plan (OIP), based on a research-driven understanding that the 
middle years of school present unique challenges in all aspects of student life, looks to 
develop and implement a middle school program that addresses the unique needs of 
adolescent students to support their personal, social, academic, and emotional well-being at a 
private, for-profit, international school in South East Asia (SEA). The plan combines a blend 
of transformational and servant leadership models to guide stakeholders through Kotter’s 
(2012) model of eight stages of change. I propose strategies and solutions to be implemented, 
based on expanding teacher pedagogical approaches and leveraging existing structures and 
programs in place, through PDSA cycles combined with Markiewicz & Patrick’s (2016) 
monitoring and evaluation frameworks and the existing action planning and monitoring 
process already in place at the school. A strong communication plan ensures that stakeholders 
understand the plan and process.  
 Keywords: Kotter, transformational leadership, servant leadership, adolescence, well-
being, international education, middle school, advisory program, pastoral 
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Executive Summary 
The adolescent years of a child’s schooling come at a pivotal point of finishing 
elementary school and entering middle school for many children.  At the same time as they 
are moving into a new section of the school or different school campus entirely, they are also 
experiencing a major developmental change. Where the early years in primary school helped 
to develop an inward sense of self, the adolescent, or middle school years, shifts that focus to 
the child becoming acutely aware of others’ perceptions of them. It is the middle school years 
where all of the child’s emotional, cognitive, and physical changes are on full display to 
everyone around them (Young & Michael, 2014). This Organizational Improvement Plan 
(OIP) addresses the issue of the unique needs of middle school students within the context of 
an international school in South East Asia. This OIP explores how an international school can 
ensure it has programs in place to support the emotional, social, personal and academic needs 
of adolescent students. 
Chapter One offers an overview of My International School (MIS), anonymized for 
the purposes of this OIP. The leadership problem of practice is then discussed, which forms 
the overall backbone of this OIP. My worldview lens through which the problem and possible 
solutions will be viewed is a social constructivist (Creswell, 2014) one, which is shaped by 
my connection to the grand theorist Johann Pestalozzi who believed that the head and the 
hand are only valuable if guided by the heart (Wilkinson & Wilkinson, 2013). Pestalozzi’s 
theory also links to my combined approaches of servant and transformational leadership, of 
building relationships between teacher and student which lies at the heart of the educational 
experience (Wilkinson & Wilkinson, 2013). My agency as head of school and a member of 
the board of management places me in a strong position to be able to enact change at MIS. 
This chapter also examines the key literature on the topic and follows an inquiry approach to 
form the following guiding questions that will be followed throughout the paper: (1) why is it 
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important for MIS to address student well-bring?, (2) what programs are available to be put in 
place?, and (3) how can MIS build on the existing support structures within other areas of the 
school. Finally, a vision for change was outlined and a change readiness assessment was 
completed which found the organization ready for change.  
Chapter Two considers the planning and development pieces for change at MIS. 
Kotter’s (2012) eight-stage process is discussed in depth as an approach that MIS will use to 
implement the necessary change. A critical organizational analysis is completed in this 
chapter, using Bolman & Deal’s (2017) frames to consider both the gaps and the strengths 
within the areas of structural, political, symbolic, and human resources. Through this process 
I find that while MIS has some systems in place to address middle school student well-being, 
there is no formal process or development of an effective program to ensure all needs are met 
and this leads to a variety of issues, including students moving to other schools within the 
host city. Possible solutions are presented with a combined approach decided upon to both 
develop a middle school advisory program and provide teacher professional learning in the 
area of middle school well-being and adolescent development. Finally, I use Starratt’s (1991) 
ethics of care, justice and critique to ensure the change process proposed appropriately 
considers all students, teachers, and the overall MIS community.  
The third, and final, chapter presents a change implementation plan for MIS to 
develop and implement an advisory program that addresses student needs, as well as a 
teacher professional development plan to ensure the programs are understood and 
appropriately implemented. Kotter’s (2012) eight-stage process was utilized for this purpose. 
A monitoring and evaluation framework was also proposed using Markiewicz & Patrick’s 
(2016) model, using a PDSA model which was combined with the already-existing strategic 
and action planning model at MIS. Combining new methods with the already-existing 
approach allows for better stakeholder understanding and adoption. The chapter concludes 
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with a detailed communication plan for all stakeholders at the school, using Cawsey et al.’s 
(2016) model for implementation and delivery.  
I conclude with three suggested next steps and future considerations at MIS, including  
a publication of the advisory program, that the successes from this OIP be extended to the 
high school advisory program, and that MIS reach out to the other international schools in the 
host country to network and share professional development and best practice with regards to 
middle school and adolescent well-being.  
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Definitions 
 
English as an Additional Language: students whose mother tongue is not English and who 
may be learning English not only as a second language but an additional language to others. 
Expatriate (expat): a person who is living outside of their home/native country. 
Identity: refers to an individual’s general sense of themselves and their psychological reality 
that includes many different beliefs and attitudes about the self (Wigfield, 2005). 
International education/school: the study of an international curriculum, though rooted in 
Western educational tradition and thought, that has no specific or deliberate ties to any nation 
or state curricula, and develops a globally minded individual with an international 
understanding from numerous perspectives. The ‘international’ school, from which the 
curriculum is delivered, is located internationally and is for expatriate students who are 
(primarily) not of the host country (Bunnel, 2014; Tarc, 2013; Tate, 2014). 
Professional Development (PD): the ongoing study and training in educational theory and 
practice for teaching staff and faculty. 
Professional Learning Community (PLC): a group of teaching faculty engaged in 
professional development with a common focus and desired outcome. 
Self-concept: an individual’s beliefs about and evaluations of their characteristics, abilities, 
roles and relationships. 
Self-esteem: the individual’s sense of their overall worth or value as a person. 
Servant Leadership: an approach of leadership that serves the values of the organization and 
individuals first before serving the needs of the leader (Greenleaf, 1970). 
Third Culture Kid: children who have either been born overseas, away from the home 
country of their parents, or who have lived their development years overseas (Pollock & Van 
Reken, 2001).  
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Transformational Leadership: a process of creating commitment to organizational 
objectives and then empowering followers within the organization to accomplish those 
objectives (Stone et al., 2004).  




Chapter 1: Introduction and Problem 
A student’s early years in school are often described as the some of the most 
important, formative years of a child’s life. This is a period of great intellectual growth, social 
and emotional development, and forms a base with which future years of schooling will 
develop. During these years a child’s awareness of self and individuality develop as they 
recognize their place amongst others in their environment. Where the early years develop an 
inward sense of self awareness, the middle school years of early adolescence shift that focus 
to the child becoming acutely aware of others’ perception of them. It is the middle years, 
more so than any other period in a child’s development, where all of their physical, 
emotional, and cognitive changes and development are on full display to everyone around 
them (Young & Michael, 2014). Given the multitude of physical, emotional, social and 
cognitive changes that the adolescent student faces, on top of the change from primary school 
curriculum and expectations to middle school, how can educators support the well-being of 
their students to ensure they grow into confident, balanced, well-rounded individuals who 
will continue to be successful in their educational journey and beyond? 
In the chapter to follow, I will focus on the unique elements of My International 
School (MIS), which is anonymized for this OIP, and the unique challenges that it faces as an 
international community with a diverse student and staff population. The approaches of both 
servant and transformational leadership will be examined as well as my agency as Head of 
School. The leadership problem of practice (PoP) will be described and discussed in detail, 
with a historical view of the issue(s), key literature on the topic and a PESTE analysis. Both 
internal and external data will be examined. Guiding questions will follow an inquiry 
approach and consider the factors that both contribute to and influence the problem. Finally, a 
vision for change will be outlined, inclusive of a change readiness assessment, to assess the 
various internal and external forces that will shape the change to take place.  
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Organizational Context 
The focus of this Organizational Improvement Plan (OIP) proposal is an international 
school located in South East Asia that has been providing education for expatriate children 
for over 25 years. The school is a for-profit Kindergarten to Grade 12 institution authorized to 
offer the International Baccalaureate (IB) Primary Years Programme (PYP), Middle Years 
Programme (MYP), and Diploma Programme (DP). MIS is a member in good standing of the 
East Asian Regional Council of Overseas Schools (EARCOS), is internationally accredited 
by the Accrediting Commission for Schools Western Association of Schools and Colleges 
(ACS WASC) and locally accredited by the Committee for Private Education (CPE). 
MIS focuses on the holistic development of each individual student, preparing them to 
enter universities and colleges around the world or to transfer to other international or 
national school systems as their families move on from the host country. The school has a 
friendly, family feel and is known for its strong community spirit (ACS WASC, 2019). The 
school’s community spirit is emphasized by the open-door policy and welcoming nature to 
both students as well as parents. Though the school day does not commence until 9:00 AM 
(8:50 AM for secondary school), students arrive at MIS as early as 7:45 AM to engage in 
friendly basketball games on the court with classmates, train with one of the competitive 
sports teams, eat breakfast in the school canteen, or engage in conversation or study. Parents 
will arrive at school with their children and stay until after school has commenced, holding 
conversations in the canteen or library, or helping out in classrooms. MIS has an active and 
supportive parent group that assists with school productions and whole school events, as well 
as assisting teachers with smaller classroom productions and events, upon request. The group 
is not registered, is not political, and holds no decision-making power within the school. The 
parent group exists on a voluntary basis to improve communication and supporting parental 
involvement at MIS.  
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The school’s mission, vision and Schoolwide Learner Outcomes (SLO), which are 
excluded in this OIP proposal for the purpose of anonymity, center on the IB Learner Profile 
to develop lifelong learners who are balanced, reflective, caring, open-minded, risk-takers, 
communicators, principled, knowledgeable, thinkers and inquirers (IBO, 2020). MIS values 
its diversity and non-selective, holistic approach to international education. The school 
empowers students to solve problems, inquire into their own learning, meet challenges with 
confidence and fosters the development of principled and caring global citizens. More 
recently, the school has focused on the development of student agency, starting with the 
IBPYP. Student agency gives students more ownership over their own learning and the action 
that comes as a result of that learning (IBO, 2017).  
Previously the school had two campuses, but the local government authorities took 
one site back at the end of the 2019-2020 academic year. Many land leases in the host 
country are done through the local authorities and when the leases are completed, the land 
can be either renewed or taken back. Over the past decade the authorities stopped renewing 
leases for international schools located in the city center and MIS is the third school to have a 
campus renewal refused. Land is a valuable commodity in the host country, especially within 
the city centre, and land has been reclaimed for other developments. In addition, the local 
authorities have offered longer-term leases to international schools to build further outside the 
centre of the city in an attempt to more evenly distribute the international schools in the 
country. MIS now has one K-12 campus which is located just outside the city center.  
MIS currently serves a student body of approximately 530 students (enrolment 
fluctuates as MIS accepts students at any time of the year) from 43 different nations (ACS 
WASC, 2019) with no one nation representing more than 20% of the overall student 
population. Education laws within the host country do not allow for local students to attend 
international schools without express permission and so local students comprise of only about 
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5% of the student population at MIS, making the remaining 95% what would be considered 
as third culture kids (TCK), or children who were either born overseas or have spent the 
majority of their developmental years outside of the culture and home country of their parents 
(Fail et al., 2004; Kadam et al., 2020; Miller et al., 2020; Pollock & Van Reken, 2001). The 
top five nations represented, per population percentage currently, are British/UK at 14%, 
Indian at 13%, American (US) at 12%, Australian at 10% and Japanese at 8%. The remaining 
43% represent other countries and while some of the students come from countries whose 
mother tongue language is not English, fewer than 20% of MIS’ student population requires 
additional English Language Acquisition (ELA) or English as an Additional Language (EAL) 
support (ACS WASC, 2019). MIS actively seeks to employ teaching staff from a variety of 
backgrounds and cultures and currently there are teachers from 22 different nationalities at 
the school. In the current academic year, there are 80 academic staff employed at MIS, 
inclusive of assistants and teaching support.  
MIS is divided into a traditional K-12 school, with a distinct primary, middle and high 
school section. A Head of Primary is in charge of the daily operation of the students and 
faculty in Kindergarten through Grade 5, while a Head of Secondary looks after both the 
middle and high school sections. Within the primary school there are coordinators for the 
early years and the upper primary, a counsellor and a learning support teacher, as well as a 
curriculum coordinator (IBPYP) who also serves a dual role as the Assistant Head of 
Primary. Within the secondary school there are subject department heads and coordinators for 
the middle years (IBMYP) curriculum and the diploma (IBDP), an Assistant Head of 
Secondary, a counsellor, learning support, university advisor and a Dean of Students. In 
addition, serving roles that encompass the whole school, there is a Director of Education 
Technology, a K-12 Curriculum Coordinator who works to align curriculum across subjects 
and sections, and a Head of Student Services who coordinates the various services and staff 
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offering student support across the school. Numerous support staff manage other areas of the 
school, such as clerical tasks, IT infrastructure, human resources, admissions, reception, 
maintenance and security, finance and marketing and communications. The Director of 
Administration overseas all of these non-academic personnel. My role, as Head of School, 
overseas all of the academic staff and functions within the school, as well as a collaborative 
role with the Director of Administration to oversee the non-academic staff. Figure 1 shows a 
simplified and updated organizational structure of MIS from the most recent WASC mid-
cycle report (ACS WASC, 2019). 
Figure 1 
MIS Simplified Organizational Chart 
 
 
The Head of School is responsible for the daily running of the school, setting budgets, 
strategic planning, academic staffing and is heavily involved in strategic direction through 
marketing and advertising. The Head of School works closely with the Director of 
Administration for all financial considerations for the school. The head chairs the Board of 
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Management which oversees the overall business direction of the organization. On the Board 
of Management is the main shareholder, the Director of Administration and the Associate 
Director of Education who looks after the requirements of the local accrediting body.  
While some students remain at MIS throughout their K-12 school career, the majority 
are transient as is expected with international education (Ota, 2014; Pollock & Van Reken, 
2001). At MIS there is an average of 120 students each year who move on from the school, 
replaced by another new 120 students who either move to the host country or switch schools 
within the host country (ACS WASC, 2019). While many of the school ‘leavers’ move to 
other countries or are repatriated with their family each year, MIS has been seeing a rise in 
the number of secondary school students who leave to enroll in other international schools in 
the host country.  
At the end of the 2019-2020 academic year, more than half of the middle school 
students who left MIS enrolled in other international schools in the host country (Admissions 
Dept., Report to the Board, July 2019). In addition, more than half of the graduating primary 
school students left MIS for other schools in the city, rather than remaining and moving into 
secondary school, or were repatriated (Admissions Dept., Report to the Board, July 2019). As 
a result of the declining middle school numbers, the number of students entering the IBDP 
(final two-year program at the school) has seen decline over the past few years. While the 
school’s annual IBDP average remains strong, at 36 points out of a possible 45, which is well 
above the annual world average, there is a worry that this will not continue due to smaller 
cohorts moving through the school. Overall, MIS is looking for ways to increase the 
community reputation and perception of the middle school and strengthen the programs so as 
to retain student numbers and increase student support. 
There is a stark difference between the leadership styles and strategies applied and 
implemented between the academic and non-academic sections of the school. On the non-
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academic side, the Director of Administration implements a very traditional, transactional, 
hierarchical strategy with setting departmental goals that align to the strategic plan and 
overall annual, organizational goals. The different managers are responsible for their teams 
and reporting is done upwards through a system to the Director of Administration. 
Implemented here is very much a strategy of management over leadership, with the 
traditional functions of planning, staffing, organizing, and controlling being the main function 
(Northouse, 2019).  
The primary school operates on a far flatter level, with a shared or distributed strategy 
where various members take on a variety of roles and responsibilities as necessary and where 
their skills can be utilized (Northouse, 2019). Though the Head of Primary is ultimately 
responsible for the primary school, numerous staff within this section step forward to 
complete tasks throughout the year without requiring coaching or direction from them 
directly. As an IBPYP school, the primary teachers are collaborative by nature. They meet 
weekly with the Assistant Head of Primary and PYP Coordinator, as well as with all of the 
various single subject teachers, in order to collaborate in their planning and lesson delivery. 
The majority of the primary staff have been with the school for a number of years with 
minimal turnover, making this type of leadership strategy easier to implement (though it has 
been implemented more organically than intentionally done).  
While the secondary school is similar in nature to the primary school, there is less of a 
distributed or shared strategy due to the nature of the separate departments per subject, each 
with its own department head. In addition to department heads who are tasked with 
administrative responsibilities and some curriculum duties (planning, setting summative tasks 
and moderation) there are grade level coordinators who look after pastoral tasks with the 
teachers in the grade level and correspond with parents via newsletters where appropriate. In 
addition, there are the MYP and DP coordinators who ensure that expectations from the IB 
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are met. Due to the various structures involved in the secondary school, while there is a desire 
towards a distributed model or even a transformational model, where the head of secondary 
attempts to empower followers and engage them towards change (Northouse, 2019), a 
hierarchical and more traditional approach is almost inevitable. This is due to the model of 
information and discussions taking place first amongst the secondary leadership team, then 
being finalised in discussion amongst the heads of department, to then having the heads of 
department disseminate information through to the classroom teachers. It should be noted that 
at the time of writing this OIP, a new Head of Secondary has been employed by MIS and the 
new head, together with the Head of School, is re-evaluating the structure of the secondary 
school so as to reduce some of the complexities of the current structure and move towards a 
more transformational leadership approach. 
The Senior Leadership Team (SLT) consists of the Head of School, Head of 
Secondary, Head of Primary, Assistant Head of Secondary, and Assistant Head of Primary 
school. This team meets weekly to discuss overall school strategic goals, whole school 
planning and strategies. Various academic and non-academic departmental heads may be 
invited to the SLT weekly meetings as necessary. The Head of School reports directly to the 
Board of Management (BOM) and disseminates information and direction from those 
meetings through the SLT meetings. The BOM meets quarterly though during this current 
period of a global pandemic meetings are more frequent, inclusive of ad-hoc meetings 
depending on governmental initiatives or changes as they occur. Currently, the Head of 
School also serves as Chair of the Board of Management. 
MIS has a strong organizational structure in place including clear lines of 
communication and responsibility with the different sections of the school employing very 
different models of leadership within the school. In the next section I will examine my own 
leadership position at MIS as Head of School.  
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Leadership Position and Lens Statement 
As the Head of School, I have agency to initiate change, engage with division heads 
and bring initiatives directly to the school board. Having been with MIS for well over a 
decade, I have an established trust with the board and the wider community. Though there are 
numerous obstacles to generating a strong trust base in international schools, not least of 
which revolves around the transient nature of international school teachers, parents and 
students (Tschannen-Moran, 2013), there are board members, staff and community members 
at MIS who have worked with me for a decade or more and that trust becomes shared with 
incoming members of the community. In order to initiate and carry through change, teacher 
trust is critical as schools with a high level of trust are more professional with staff willing to 
initiate change and carry it through (Leithwood et al., 2013; Robinson, 2013).  
Adams & Buetow (2014) discuss the importance of a focus on theory before getting 
caught up in the method, which served as appropriate guidance as I moved through the 
development of my OIP. It is important to consider the various layers of theory in order to 
understand how one views the world, starting with the grand theorists before moving through 
translating theories that influence world views (Adams & Buetow, 2014). The grand theorist 
who has inspired my work the most is Johann Pestalozzi (1746-1827), a Swiss educator who 
believed that the head and the hand are only valuable if guided by the heart (Sellars & Imig, 
2021; Wilkinson & Wilkinson, 2013). He believed that education should be complete and 
organic so that students are able to develop their whole character (Barnard, 1859). This 
theory matches MIS’ own mission statement perfectly, as MIS seeks to inspire and enlighten 
the hearts and minds of students through the core ideals of building relationships. Pestalozzi’s 
theory also matches my own core beliefs that relationships between students and teachers 
must lie at the center, or the ‘heart’ of the educational experience. In Pestalozzi’s philosophy, 
the heart is the development of a moral code, or a set of values which are essential to the 
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building of the appropriate skills and knowledge (Sellars & Imig, 2021; Wilkinson & 
Wilkinson, 2013). In addition, there is a need for leadership to win the hearts and minds of 
the community in order for substantial change to take place (Leithwood et al., 2013). 
Pestalozzi’s theory links directly with my OIP which is centered around the growth and 
development of adolescents in middle school, as the teacher-student relationship is a key 
component to facilitating self-esteem, academic success, and general socioemotional well-
being (Eccles, 2013; Roeser, et al., 1996). 
My worldview most closely follows a social constructivist one, as described by 
Creswell (2014) as this approach resembles that of how an international learning community 
operates, and aligns with the mission of International Baccalaureate Organization (IBO), of 
which MIS is authorized. Social constructivism, a learning theory developed by Russian 
psychologist Lev Vygotsky, is based on the belief that we build on our current knowledge, 
and construct new knowledge, from past experiences – we are not passive recipients of 
knowledge but active (Lohmeier, 2018). Where a postpositivist worldview leans towards a 
more traditional, quantitative approach, where there are laws and theories that govern the 
world that are tested and true, a constructivist worldview recognizes that as individuals we 
have different experiences based on our culture, our upbringing, and perceptions of the world 
(Creswell, 2014) so that there are many ‘truths’ that are held, especially within an 
international school environment.  
My leadership approach to school improvement has always been one that is more 
qualitative than quantitative, seeking the advice, opinions, and feedback from others through 
dialogue and group discussion. I actively hire teachers from as many different backgrounds 
and parts of the world as possible because it strengthens our programs, curriculum and 
policies through diversity of experience. I look for the variety of views and their complexities 
rather than trying to narrow something down to one, or a few, ideas. I prefer broad, open-
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ended questions and understanding people’s backgrounds and how that influences their 
current state. Constructivist leadership is about listening to, engaging with, and influencing 
from a social perspective (King & Stevenson, 2017) and my approach is always to first listen 
and seek to understand and then work together with stakeholders to implement systems, 
policies and curricular adjustments that meet the needs of all. My leadership style is centred 
on community, communication and building connections with students, staff and the wider 
school community. This is continual growth and development for me as a school leader. 
I work to lead by example and to live the school mission, vision, values and culture 
statements – to ‘walk the talk’. Thus, my style is closely aligned with both a servant 
leadership approach, serving the shared values of the community and the greater good of the 
organization (Northouse, 2019; Sergiovanni, 2013), and a transformational approach, which 
looks to create a connection between both the leader and the follower to raise both the level 
of motivation in each, as well as the level of morality (Northouse, 2019).  
Servant Leadership 
First introduced by Robert Greenleaf in 1970, the original idea came from his reading 
of Journey to the East by Herman Hesse. In the story the central figure is Leo, a servant, who 
looks after the other men in the group with his spirit, song and by performing menial chores 
(Greenleaf, 1977). It is not until Leo disappears that the other men in the group, now in 
complete disarray, realize that it was Leo who was leading all along. The story illustrated to 
Greenleaf that Leo, the great leader, was seen as servant first (Greenleaf, 1977). For 
Greenleaf (1977), the leader is always servant first and so everything that they do serves that 
purpose.  
A servant leaders’ ultimate goal is to serve the community, which is done through 
first serving the needs of staff, rather than the needs of the leader, and building them up to 
work as autonomously as possible (Greenleaf, 1977; Hays, 2008; Nsiah & Walker, 2013). 
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This is not an easy task, as the servant’s role is to try and bring both the people and the 
organization into harmonious alignment (Bolman & Gallos, 2011). Servant leaders work to 
positively impact a supportive school culture of values, traditions and experiences (Polatcan, 
2020), as positive culture is necessary for school development and staff empowerment 
(Sergiovanni, 2013). Without a supportive school culture, there is a breakdown in staff 
communication and trust across all stakeholders and, ultimately, an increase in conflict 
(Polatcan, 2020).  
I find a strong link with servant leadership because of its focus on developing others 
and building a school community as a whole. This form of leadership requires a significant 
amount of trust between the leaders and the followers and, as stated earlier, teacher trust is 
critical in order to initiate change and carry it through (Leithwood et al., 2013; Robinson, 
2013). Where I have been with MIS for over fifteen years and many staff have remained at 
the school for close to a decade (or more), I have developed a strong sense of trust within the 
community. My approach has always been to listen first, to hear and be receptive to what 
others have to say, which is a key characteristic of servant leadership (Northouse, 2019). 
Many of the key positions within the school have been filled internally, through professional 
development opportunities and coaching of staff who have shown initiative and a keenness 
for development. Again, this is a key characteristic of servant leadership as the servant leader 
is committed to working with staff to grow both personally and professionally (Northouse, 
2019). Elements of servant leadership will resonate throughout my OIP and will be looked at 
again in Chapter 2. 
Transformational Leadership 
Similar to servant leadership, transformational leadership focuses on follower 
development and is concerned with values and ethics, as well as a moral focus (Northouse, 
2019). Originally developed by James MacGregor Burns in 1978, he wrote about developing 
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followers by developing their needs in order to develop the wider goals of the community or 
organization (Northouse, 2019). If performed correctly, the ultimate goal is for the followers 
to move beyond their own self-interests for the well-being of the wider school community 
(Keung & Rockinson-Szapkiw, 2013), which brings about both personal as well as 
organizational change or transformation (Nsiah & Walker, 2013). Also similar to servant 
leadership, transformational leaders exhibit strong morals and ethics, and provide followers 
with vision to support the greater good (Northouse, 2019).  
I identify with the transformational leader because I believe that I am a leader who is 
a strong role model within my community at MIS. I exhibit the values shared by my 
community and work towards change that is valuable to all and in the best interests of our 
students. I work hard to help staff grow and develop and take on both formal and informal 
leadership positions as needed. As with servant leadership, listening to followers and not 
being afraid of opposing viewpoints is an essential element of transformational leadership 
(Northouse, 2019). I have completed numerous professional development courses over the 
years, including Cognitive Coaching which has been a great assistance to learning how to 
listen, paraphrase and seek to understand the follower’s viewpoint and perspective.  
Combined Approach of Transformational and Servant Leadership 
Stone et al. (2004) questioned whether transformational and servant leadership were, 
in fact, the same theory just with different names. While both approaches emphasize valuing 
people, mentoring, listening and empowering followers (Nsiah & Walker, 2013), the 
transformational leader gives more focus on the objectives of the organization where the 
servant-leader provides greater focus on the staff, or the people who are the followers (Stone 
et al., 2004). Nsiah & Walker (2013) state that it is possible for a leader to be both and this is 
what I believe and work towards in my daily life as a school leader at MIS. As a 
transformational leader, I have a macro view of the organizational goals and what needs to be 
   14
done in order to achieve those goals.  As a servant-leader, I ensure a focus on the staff, 
students and parents within our international community to provide and ensure more 
interpersonal relationships, a shared vision and clear goals (Smith et al., 2004). Servant and 
transformational leadership will be looked at in more depth in the next chapter. In the next 
section I will elaborate on the challenges that MIS faces in supporting middle school well-
being within my Problem of Practice. 
Leadership Problem of Practice 
The Problem of Practice (PoP) that will be addressed in this OIP is how to develop 
and implement a middle school program that addresses the unique needs of adolescent 
students to support their academic, personal, social, and emotional well-being at a private, 
for-profit, international school in South East Asia (SEA). Currently, middle school students 
are treated as no longer requiring the personal, social, and emotional support programs that 
primary students have access to within the school. Middle school is part of the larger 
secondary school at MIS and while there are some programs in place to assist students with 
time management and developing new study skills, as well as some new programs that are 
currently developing to address settling in and transitioning to the middle school, after the 
first few months of Grade 6 students are expected to function in a similar fashion to the rest 
of the secondary school. The result is that a number of issues arise each year that lead to 
social and emotional problems within middle school grades, issues with teachers who are 
unable to manage classrooms due to ongoing behaviour and, ultimately, some parents 
removing their child(ren) from the school (Admissions end-of-year report, June 2020).  
MIS currently has a student services department that is charged with looking after 
nine core areas of student development and well-being, including counselling, pastoral care, 
health, discipline, academic and university advising, English as an Additional Language 
(EAL), guardianship and learning support. A Head of Student Services and a Dean of 
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Students work together, along with the school nurse and various teachers and within the 
school depending on the student(s) in need, to tailor individualized support. While the various 
teams are to be commended for the time, energy, professionalism, and experience that are 
given to students in need, additional structures need to be considered for the middle school. 
In the coming chapter I will consider a number of options that MIS could explore to both 
enhance the systems currently in place in order to meet the unique personal, social, academic, 
and emotional needs of middle school students, as well as an overall middle school program 
to address transition needs, adolescent change and growth.  
The mission, vision, values and culture statements of MIS denote a nurturing, caring, 
holistic and safe school environment. Recent developments over the past three academic 
years at MIS have seen the counselling team grow by one full-time counsellor within the 
primary school, the implementation of a conflict resolution program for primary schools 
called Kelso’s Choices, the creation of a Dean of Students role in secondary school to address 
student concerns and issues outside of counselling, implementation of a whole school child 
protection curriculum, training and development with WIDA, a whole school English as an 
Additional Language (EAL) program, and implementation of a whole school digital 
citizenship curriculum.  
Though there have been numerous initiatives over the past few years, there remains a 
lack of a middle school well-being program that is tailored to the development of adolescents 
who, like their peers at international schools around the world, are experiencing difficulties 
coping in a multi-lingual environment, increased academic pressures from school and 
parents, high levels of stress from new social interactions and new cultural situations from 
transitioning to both a new section of the school or a new school and city overall (Higgins & 
Wigford, 2018). The unique learning profile of middle school students will be provided in the 
next section. 
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Framing the Problem of Practice 
Cawsey et al. (2016) suggest using a gap analysis or PESTE, which monitors the 
political, economic, sociological, technological and ecological aspects of an organization. 
This ensures that school leadership is evaluating all aspects of external and internal sources 
that might impact the current or future state of the school. Within the context of my OIP, the 
political, economic, sociological and technological dimensions will be analyzed. 
Political Aspect 
Over the past decade there has been a move by the local government to move 
international schools outside of the city centre and for larger, multi-campus schools to 
consolidate onto one or two larger campuses. In the host country, the government has control 
of over 85% of the land and has the ability to do with it as they see fit when it comes to 
development (Shatkin, 2014). As a way to move some of the expatriates out of the city centre 
into the other districts in the city, the authorities stopped continuing leases on properties that 
were in use by international schools and instead offered land in outskirt districts. Three years 
ago MIS lost a smaller campus when the government (the landlord) reclaimed the land and 
buildings. At the same time, MIS was moving into a larger campus on the other side of the 
city with a larger student capacity and better facilities. Last academic year, the government 
reclaimed MIS’ other campus which was located in the city centre, after MIS had spent more 
than twenty years on the site. With the announcement coming from the local authorities in 
September that the campus would close at the end of the academic year in June, there was 
much dissatisfaction amongst all stakeholders. The current site that was moved into three 
years ago is thankfully a private land lease and not through the government so MIS is 
afforded stability for the next three decades at least. With this recent opening and closing of 
campuses over the past three years, some families within MIS have become worried about the 
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future stability of the school. With the long-term lease established it is believed, and hoped, 
the current families will settle moving forward. 
In the city in which MIS operates, there are a large number of international schools 
offering a variety of curriculum programs, including others offering the IB. In all, there are 
approximately 70 private schools in the city, with more than 20 being popular choices 
amongst the expatriate population. Over the past decade, there have been eight international 
schools who were either new to the host city or who have built new facilities to accommodate 
larger student enrolments, with three of those schools being new just in the past year. The 
local government does not share plans for growth and it is difficult to understand why land 
and facilities continue to be given to new schools to open when the other schools have space 
available at all year levels. Thus, there is a great deal of choice for expatriate parents and this 
competition for students has had an impact on MIS, as it has for all international schools in 
the host country, particularly in the middle school years. 
The current pandemic has, not unexpectedly, sparked renewed xenophobia in the host 
country as the government works hard to find employment opportunities for citizens who 
have been retrenched or lost employment. The host country is a small one within SEA and 
has a history of many companies bringing in foreign talent and locals being upset at the lack 
of opportunity to apply for such positions (Gomes, 2014; Yang, 2018). In a period where 
businesses struggle and downsize, sending expatriate employees back to their home 
countries, government initiatives for companies to hire local staff has made hiring expatriates 
difficult. In the local context expatriates make up approximately 60% of the 200,000 people 
expected to be retrenched this year due to the pandemic (Sim & Xinghui, 2020). This means 
that in an already competitive school market, as children leave the host country with 
retrenched parents, seats are available throughout the schools and competition has become 
more intense than ever before. 
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In addition to the external political factors that are considered, Bolman & Deal (2017) 
suggest that politics within an organization are inevitable. Though, as head of school, my 
position affords me a great deal of agency to initiate change, engage with division heads, and 
bring initiatives directly to the school board, there exists within any organization political 
obstacles or minor roadblocks that must be overcome in order to move forward a new change 
initiative. Within MIS, the heads of departments and curriculum coordinators have a great 
deal of influence over the ease with which change can occur and getting key players onboard 
is essential. In addition, the proprietary school board is very small and where I am the only 
member who is an educator with international school experience, it is sometimes more about 
convincing the board about the longer term monetary benefits of an initiative than it is about 
the personal, social or academic benefits for students and staff. Where I have been at MIS for 
over 15 years and have a strong track record with all stakeholders, I have a high level of 
teacher trust which is critical to initiating change and carrying it through to fruition 
(Leithwood et al., 2013; Robinson, 2013).  
Economic Aspect 
As mentioned above, the host country has a large number of competitive international 
schools offering similar curricular models, all vying for the same prospective families. MIS is 
known to have a very strong, open and caring primary school community (MIS Annual 
Parent Surveys, 2017, 2018, 2019) and the school has an opportunity to capitalize on this to 
carry over to a middle school program that continues to care for the adolescent development 
of its students. There is an opportunity for MIS to set itself apart from the international school 
competition by creating a well-being program that is tailored to the middle school. Continued 
decreases in enrolment throughout the middle school, as well as decreased transition from 
primary students entering the middle school, will limit MIS’ future ability to create new 
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programs and remain competitive in both attracting new students as well as attracting and 
retaining quality staff.  
Sociological Aspects 
As mentioned previously, in MIS’ host country, local students are not permitted to 
attend international schools without special permission from the government. Thus, the 
school population almost entirely caters to an expatriate population. With approximately 50 
nationalities represented each academic year, and no dominant nationality (MIS has never 
had more than 18% of any one nationality), the top five nationalities change depending on 
global economic and local political factors. Additionally, the number of non-native English 
speakers fluctuates annually though it never rises above 20% of students of the overall 
population who require English Language Acquisition (ACS WASC Mid-Cycle Report for 
MIS, 2019). With a school almost entirely consisting of expatriate families, there is an 
expectation from the community that the school will provide transition support as they adjust 
to life in the host country. 
Technological Aspect 
Though the technological aspect in a PESTE analysis is normally focussed on the 
technological advancements of competitors or within the market, I have included it here as it 
pertains to influencing student well-being. MIS is an international school that requires all 
students from Grade 6 and above to have their own laptop computer with them at school each 
day. All work is assigned through Google Classroom and students and parents access grades 
and other information through an online system called ManageBac. In addition to laptop use, 
the majority of students at MIS have mobile phones with data plans. Students at MIS are 
connected at home and at school. Five years ago MIS developed its own digital citizenship 
programme for students in primary through high school, dealing with issues such as cyber 
bullying, social media and staying safe with online profiles. The program is well-detailed and 
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has received accolades from accrediting bodies and other schools during technology sharing 
conferences. The program, however, is more a proactive attempt than a responsive one. 
The majority of issues that arise at MIS between adolescent students often include 
technology use in some way (MIS Student Services Annual Report, 2020). MIS’ pastoral 
program in the middle school has dealt with cyber-bullying via WhatsApp, underage drinking 
and flexing via TikTok videos, and sexting harassment that even resulted in a student leaving 
the school before the situation could be resolved. High levels of technology use during early 
adolescence has been linked to poor self-regulation amongst teens (George et al., 2018) and 
sexting is associated with higher rates of engaging in sexual behaviours at an early age 
(Houck, et al., 2014; Rice, 2018) suggesting that schools need a strong focus on technology 
use in their programs. Overall, digital peer communication peaks at the middle school level 
(14 to 17 year-olds) with a higher frequency of social media use, general Internet use, and 
text messaging (Somerville, 2013). 
The use of technology in school programs has become so integrated and so expected 
by all stakeholders that it would be impossible to remove them from the curriculum. MIS has 
a duty of care to work towards addressing both the new issues that the use of technology are 
creating as well as the issues that technology is exacerbating within a middle school well-
being program.  
Adolescence 
The Carnegie Task Force (1989), over three decades ago, commented that although 
middle schools have the unique ability to assist all adolescents to thrive in middle school, 
many schools only end up making the issues worse. Unfortunately, not a great deal has 
changed in that time to the structure and model of many traditional middle schools. 
Adolescence is a period of significant change for the middle school student and these changes 
can have a great impact on everything from academic achievement and the motivation to 
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achieve, to the development of self-concept (Wigfield, 2005). Not only do students go 
through a number of physical changes during adolescence and puberty but there is research to 
show that the adolescent brain changes significantly during this period of growth and 
development (Keating, 2004; Wigfield, 2005). Hormones from internal changes in the body 
have an impact on adolescent student behaviour. During this period of development there is a 
growth in the limbic system of the brain, which is most directly involved in emotions, taking 
over development of the cerebral cortex which is responsible for reasoning (Dolgin, 2002; 
Hall, 2007; Keating, 2004; Wigfield, 2005). This means that emotions can run wild in 
adolescents and they may engage in riskier behaviour without considering the consequences 
(Anfara, 2000). 
Social and Emotional Support 
Adolescent, middle school students have difficulty in regulating their personal 
behaviour and this can be a challenge to provide these students with the emotional and 
personal support to be successful students (MacIver, 1990). Social concerns are a major 
source of anxiety for middle school students and exclusion from social groups can be a cause 
of mood and anxiety disorders (Somerville, 2013). Where primary-aged children are more 
attached to their parents and family members, adolescents are more concerned about their 
new social lives and spending time with their peers than anything else. While some parents at 
MIS are often worried about their child falling into the ‘wrong peer group’ when they move 
into middle school, adolescents are actually more likely to join with peer groups that 
reinforce their predispositions rather than change their personal characteristics in any way 
(Brown, 2013; Wigfield, 2005). They are more likely to join together with like-minded peers 
who are interested in sport, gaming, or other interests. That said, friendships are frequently 
changing during this period of a student’s life and ‘best friends’ rarely last for more than a 
year although the students may still remain close friends (Brown, 2013). Frequent friendship 
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changes may worry some parents as some may see this as peer influence and thus a structured 
and informative parent information program at MIS is important.  
Teacher-Student Relationships 
Within primary school settings, students spend the majority of their day with one 
teacher and form strong relationships with them over the academic year. Parents, too, form 
relationships with the classroom teacher because they can generally go to one person for 
support or with questions about teaching and learning. Once a student moves into the middle 
school, their daily timetable changes and their time is spent attending multiple subjects with 
multiple teachers. Multiple teachers who have a number of classes full of different students 
throughout the day. While their need for a strong relationship with their teachers does not 
change it is usually diminished in such a setting. Adolescents, like younger primary students, 
need to feel emotionally supported for positive development. Teachers who care about their 
students will provide the appropriate socio-emotional support that they need in order to 
develop positive values and self-perceptions, as well as positive learning approaches (Eccles, 
2013; Roeser et al., 1996). 
In the transition from primary school to middle school there is a decrease in 
motivation overall, especially with academic subjects, yet teachers can play a significant role 
here in helping not only with studies but relationships and positive behaviour (May, 2020; 
Longobardi et al., 2016; Wigfield, 2005). Holfve-Sabel (2014) states that the well-being in 
the classroom is dependent on the teacher and student relationship, and teaching a student 
how to build positive relationships with their peers is a teacher’s responsibility. While 
counsellors can certainly assist with the student relationship needs in middle school, there are 
far too few counsellors in schools and thus it is imperative that teachers continue to take part 
in this important role (Wigfield, 2005). At MIS, while all students have homeroom teachers 
whom they see every morning, not all homeroom teachers want a homeroom class and some 
   23
fill roles in year groups that may not be their first choice. Not all teachers at MIS who have 
middle school homerooms have received professional development in adolescent behaviour 
and development and this is something that MIS must evaluate moving forward. 
Transitions 
Transitions at any time in life can be challenging and difficult, even for those 
experienced with frequent moves. With middle school, the transition comes at a time when 
students are also going through considerable emotional, social, physical and cognitive 
changes which can enhance normal difficulties (Andrews & Bishop, 2012; Tobbell & 
O’Donnell, 2013). In international schools, more than any other type of school, there are two 
main types of transitions: transition from year-to-year or, in the context of this OIP, from one 
section (primary) of the school to another (middle school), and transition for students who are 
coming into the school from another school and, usually, country or city. Both are difficult 
for the student and while there are similarities between the two types of transition, there are 
some major differences as well (Ota, 2014). 
For the purposes of this OIP I will call those students who are transitioning from other 
schools and/or countries as students who are transitioning with mobility. MIS has developed 
a strong program to assist new students coming into the school, regardless of the time of year 
they enter. Every new student is paired with buddies who meet them at the school gate in the 
morning and become their new ‘best’ friends while they settle into their new school 
environment and community, as friends and peers can help students through such major life 
changes (Tobbell & O’Donnell, 2013; Wigfield, 2005). They assist with school calendars and 
schedules, introduce them to larger friend groups, ensure they have someone to eat lunch with 
and hang out with on breaks, and interact with them on weekends where possible. Some 
international students move schools frequently due to parental employment and the constant 
moving and leaving of friends can fill students with immense grief and loss, in many cases 
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far more grief in their developmental years than many adults experience in their lifetime (Ota, 
2014; Pollack, 2001).  
For those students who are transitioning from primary school, even though the school 
itself is familiar most everything else is new and a cause of stress. Those transitioning within 
the same school campus will also experience disruptions in friendship networks due to the 
incoming new students from outside the school and the reorganization of classes (Brown, 
2013). With the movement between classes and the whole new group of students in the grade 
levels above them, students may also worry about peer pressure or being smaller and younger 
than the rest of the middle and high school (Andrews & Bishop, 2012). Much the same as 
with students coming into the school from outside, internal moves need to be carefully 
planned and attended to by the school. MIS currently runs some programs, such as having the 
Grade 5 students spend a half day in Grade 6 and meeting a handful of teachers, as well as 
inviting parents to information sessions before the end of primary school, but MIS needs to 
examine this approach to ensure a more systematic process is followed to meet the needs of 
students as well as parents. We often make excuses for the problems that are presented and 
why middle school students do not perform well or have personal and social issues, such as a 
larger school has more anonymity or there is more challenging work in the middle school 
(Midgley & Urdan, 1992), rather than focusing on the real issues at hand, which is the 
physical, social, emotional and cognitive development of the adolescent child.   
The challenges and issues raised from the results of the PESTE will be explored 
through guiding questions in the following section. 
Guiding Questions Emerging from the Problem of Practice 
There are numerous factors affecting the problem of practice in this OIP, some of 
which have been presented above, and the unique context of MIS and its students. As an IB 
school that focuses on an inquiry approach to teaching and learning, I have identified four 
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key lines of inquiry for this specific OIP. The first is, why is it important for MIS to address 
the emotional and social well-being of its middle school students? Second, what program(s) 
can be put in place at MIS to address the variety of needs of middle school students to 
improve student well-being? Third, how can MIS build on the already existing support 
structures within the primary school and wider school community to support middle school 
students? Fourth, what role do the teachers play in supporting middle school students through 
their transition from primary school (or external schools) and what professional development 
might be needed? These are the questions to be further explored.  
The first guiding question: “Why is it important for MIS to address the emotional and 
social well-being of its middle school students?” brings us back to our mission, vision and 
core values as a school. MIS has an ethical, moral and social responsibility to address the 
needs of everyone in the school community. The question addresses feedback and guiding 
questions from external accrediting bodies, such as ACS WASC, as well as feedback from 
parents, students and staff (MIS student survey, MIS staff survey, MIS head of student 
services report, 2020). Students entering middle school are at a more fragile state than any 
other time in their schooling, as they enter into adolescence and a change in the structure of 
the school system from primary school (Eccles, 2013; Fail et al., 2004; Miller et al., 2020). 
Ensuring the emotional and social aspects of their growth are addressed and nurtured ensures 
increased stability throughout their well-being. The additional benefit is the potential to 
bolster enrolment by creating a strong, caring community where families will want to remain 
rather than look at other schools. 
The second question: “How can we best address the unique needs of adolescents and 
middle school student well-being?” addresses the understanding that change needs to be 
implemented and recognizes that there is an issue at hand. A sense of urgency is created in 
recognizing that there is a change that is needed (Kotter, 2012). Using an inquiry approach, 
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successful models from other ‘like’ schools can be reviewed with suggested adaptations to fit 
the MIS community model. Transition programs play a key part of any effective international 
school community. International school children, and their families, are naturally transient as 
the family unit moves with the parent(s)’ employment. As they move, the school becomes the 
focus of their new community that they look to attach themselves to for support and care 
(Ota, 2014). Currently, MIS has a pastoral program that has been in a state of development 
and redevelopment for more than five years. The pastoral program is intended to meet the 
needs of a group of students with a homeroom teacher, much the same way that established 
advisory programs function. Advisory programs and how they function need to be further 
explored and considered either as a possible addition to the pastoral program or a replacement 
for what is currently in place. Researching best practice and what works, as it pertains to the 
unique MIS school community, is paramount in moving forward with change.  
The third question: “How can MIS build on the already existing support structures 
within the primary school and wider school community to support middle school students?” 
celebrates and identifies the successes that MIS has achieved within other sections of the 
school that can be leveraged towards implementation in the middle school. The primary 
school has enjoyed a reputation as a collaborative, caring community for many years (ACS 
WASC Mid-Cycle Report, 2019; ACS WASC Self-Study Report, 2015). In feedback from 
parents (MIS Annual Parent Survey, 2019), the amount of time with fewer, dedicated 
teachers is annually highlighted as a key element of primary school success. While the 
IBMYP is normally structured in a way as to have discrete subjects, it is possible to integrate 
some subjects to as to have fewer teachers across disciplines. MIS is currently looking into 
this model. MIS has staff on-hand and the expertise at its disposal to move forward on some 
of the programs necessary to implement within the middle school for student success.  
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Finally, the fourth question: “What role do the teachers play in supporting middle 
school students through their transition from primary school (or external schools) and what 
professional development might be needed?” leverages the successes of what works in the 
primary school and addresses the need to recognize that middle school students, adolescents, 
are a unique group of students within the secondary school and require attention to their 
specific developmental needs. 
Leadership Focused Vision for Change 
This section will consider the gap between the current state of MIS and the desired, 
future state, identify the priorities for change as identified by various stakeholders, and 
discuss the change drivers that will move the process forward. 
Gap Between Present and Envisioned Future State 
At present, there is no defined middle school structure or culture, other than the 
IBMYP curriculum which separates the students into the five year groups of middle school. 
As mentioned previously, middle school students, after a short transition from primary to 
middle school at the start of Grade 6, are expected to conform to the regular expectations of 
secondary school as a whole. While there is an IBMYP Coordinator, their role is to ensure 
compliance with the IB in meeting standards and expectations. On their own initiative they 
are involved in ad-hoc student well-being projects and interventions but this is not by design 
and there is no official job description for this role. In addition, there is a lack of dedicated 
middle school teachers at MIS due to the nature and design of secondary school as a whole.  
All teachers hired, to date, are expected to teach across multiple year groups and 
many teach both IBDP as well as IBMYP. The majority of secondary teachers are hired to 
teach IBDP and then are expected to also teach some of the IBMYP classes due to the 
structuring of the timetable. At the start of every year there are secondary teachers who ask to 
change their schedules so that they do not have to teach the younger years of middle school 
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but due to timetables this is usually not possible. What results is teachers teaching middle 
school classes who do not have the experience nor the knowledge or expertise in teaching and 
working with adolescents who are at a critical period in their lives. This is critical as a 
teacher’s understanding and teaching of young adolescents has a major impact on their 
transition to, and success within, middle school (Andrew & Bishop, 2012). 
There is a pastoral program in place at MIS where students are intended to meet with 
their homerooms once per week for a lesson. Lessons range from child protection, digital 
citizenship, and global issues, to name a few. Not all homeroom teachers in the middle school 
are comfortable or experienced in delivering some lessons and when the lessons come up, 
they ask to have someone else lead it or ask for homerooms to be combined so that they do 
not have to teach it. Adolescents need an environment of trust and support if they are to be 
successful and the best way for students to build this is with their homeroom or advisory 
teacher, whom they see every day (Immordino-Yang, 2012).  
An envisioned state would be that MIS has a distinct middle school community and 
programme that is tailored to the specific and unique needs of adolescent students. A distinct 
middle school section of the school should be considered with an experienced middle school 
head to lead, coordinate and develop a community of caring relationships that help guide and 
develop young adolescents. An appropriate transition program for both internal students 
moving from primary to middle school as well as for new students entering the school 
throughout the year is key. Every student in primary has a strong connection with a 
homeroom teacher and this needs to continue within the middle school as every student needs 
to have “a relationship with at least one adult in school which is characterized by warmth, 
concern, openness and understanding” (Galassi, et al., 1997, p. 301). Thus, a strong 
homeroom environment with committed and experienced middle school teachers should be 
developed. Either the continuation with a redeveloped pastoral program or a new advisory 
   29
program would ensure that all students receive the care and attention they require to be 
successful middle school students. Professional development for the MIS staff needs to be 
organized so that MIS’ vision of a strong middle school can be realised. 
Priorities for Change 
MIS has already initiated the change process for middle school by identifying the 
issues, setting a vision for change and igniting a sense of urgency (Kotter, 2012). More work 
needs to be done with various stakeholders to identify specific needs for change but broad, 
overarching priorities can be identified already, which include: 
• ensuring a common understanding across all stakeholders of the specific needs of 
middle school students to enhance overall academic performance and student well-
being, 
• further development of the current pastoral program to identify specific needs for 
well-being in middle school or the development of a new middle school advisory 
program that is specific to the needs of adolescents and the transition from primary, 
• examination of possible reduction of the number of teachers students have for their 
various subjects. While the IBMYP does have discrete subjects it is possible to 
combine some, such as Literature and Individuals & Societies (Humanities), to reduce 
the number of individual teachers students see each day and to help form stronger 
relationships with the teachers they do see, 
• development of a transition program for students leaving primary and entering middle 
school that caters to the unique academic, emotional and social needs of adolescents, 
and 
• improving methods of communication and involvement with parents to ensure that 
expectations are being met and to ensure that parents have a better understanding of 
adolescence and what their child is going through, as parents who are involved in the 
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transition from primary to middle school are more likely to remain involved and this 
is linked to heightened student achievement overall (Andrew & Bishop, 2012). 
Some of the above priorities are connected with the change drivers listed below. 
Change Drivers 
There are many drivers or forces of change within an organization, both internal and 
external, though Cawsey et al. (2016) state that the external drivers are usually the ones that 
place the most pressure for internal change to occur. Within this OIP, four main change 
drivers are considered. The first major external driver for change is financial as the middle 
school student numbers have been declining in recent years. At the end of the 2019-2020 
academic year, more than half of the middle school students who left MIS enrolled in other 
international schools in the host country (Admissions Dept., Report to the Board, July 2019). 
In addition, more than half of the graduating primary school students left MIS for other 
schools in the city or were repatriated (Admissions Dept., Report to the Board, July 2019). In 
order for MIS to continue to operate effectively and efficiently, student numbers need to 
increase as tuition is the sole revenue for the school. A second driver is that internally, 
increasing issues in student academic, social and emotional conflict in the middle school 
(MIS student services report, 2020) are a rising cause for concern. The Head of Student 
Services and the staff within that department play an important role in driving the change 
needed. A third driver, also internal, comes from the secondary leadership team who are 
integral in developing a middle school program that caters to the unique needs of MIS’ 
students. All of the leadership team are positioned and ready to explore best practice and 
move forward with change. The fourth and final driver comes from teachers within the 
secondary school who are ready for assistance in strategies to work with middle school 
students and engage in a supportive environment to ensure a strong and healthy middle 
school development.  
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For any of the above change drivers to be effectively engaged, the organizational 
change readiness at MIS must be assessed. An assessment of MIS’s readiness for change will 
form the next section.  
Organizational Change Readiness 
MIS’ need for change has already been identified throughout the organization, 
inclusive of the Board of Management level (MIS BOM Minutes, June 2020; MIS Full Staff 
Briefing, August 2020). An urgency has been established and a change vision has been 
developed by the senior leadership team, who have recently passed this along to the middle 
level leadership team, or curriculum coordinators and heads of department. Cawsey et al. 
(2016) note that there are different models available to establish whether an organization is 
prepared for change. One model that is mentioned was developed by Judge & Douglas (2009) 
who identified a list of eight dimensions related to readiness after realising that one of the 
main causes for failure to change in an organization “is the lack of reliable and valid 
diagnostic instruments to assess and track an organization’s capacity for change” (Judge & 
Douglas, 2009, p. 635). The eight dimensions they identified are examined below in relation 
to MIS. 
Trustworthy Leadership 
Trustworthy leadership is the ability of senior leadership to gain the trust of the rest of 
the school and to be able to illustrate to them how to meet their goals collectively (Judge & 
Douglas, 2009). As the Head of School and the Chair of the Board of Management, I am in 
the driving position to enable the necessary change at MIS. I have the capacity to enable 
senior and middle leaders within the school. Engaging in servant and transformational 
leadership, I put the needs of the organization first and foremost and support the growth and 
development of others as we realize our goals together. 
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Trusting Followers 
This is the ability for non-leadership staff within the organization to willingly follow a 
new direction as set out by senior leadership (Judge & Douglas, 2009). In the case of this 
OIP, the followers are the teaching staff at MIS, primarily the middle school and high school 
teachers. There is a strong relationship and trust between senior leadership and the majority 
of staff to ensure success. 
Capable Champions 
This aspect is the organization’s ability to attract, retain, and empower change leaders 
to grow (Judge & Douglas, 2009). A new head of secondary started this year and knew 
coming in that there was a need to change within the middle school section of the school. The 
IBMYP Coordinator has been at MIS for close to ten years and is committed to seeing the 
program and students succeed. While staff turnover is higher in the secondary school than the 
primary school, the excitement surrounding the appointment of the new head of secondary is 
a possible catalyst for success moving forward. 
Involved Middle Management 
This dimension concerns the ability of middle managers to effectively link senior staff 
with the rest of the school (Judge & Douglas, 2009). MIS is a relatively small international 
school with easy communication and the senior leadership, with the exception of the new 
head of secondary, and the middle leadership have been at the school for more than seven 
years on average. A strong relationship between them, MIS leaders are ready for change. 
Innovative Culture 
This dimension is the ability of the organization to establish norms of innovation and 
encourage creative activity (Judge & Douglas, 2009). MIS has been at the forefront of 
innovative practices in a number of areas. The school was one of the first in the host country 
to move to a 1:1 MacBook laptop program more than a decade ago, held the highest number 
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of Apple Distinguished Educators (ADE) in one school in South East Asia (SEA) and the 
Head of School not only was an ADE but also sat on the ADE Board for SEA for three years. 
The Director of EdTech supports and encourages staff to become Google certified and he has 
held the first student-led TEDx events in both the host and neighbouring countries. When the 
local authorities brought in their local accreditation program, MIS was only the second 
international school in the host country to achieve the maximum number of years of 
accreditation, due to the determination and hard work of the staff who saw the need for 
change. There is a great deal of history of innovative culture and change at MIS and the staff 
who have led those previous charges are still at the school.  
Accountable Culture 
This dimension involves the ability of the school to meet deadlines and provide 
adequate resources (Judge & Douglas, 2009). MIS has never had an issue with a lack of 
resources and budgets are approved annually with little discussion as to a need to shift 
allocations. It is a very comfortable position to be in. With the COVID-19 pandemic and a 
tightening of the global economy, this could change how budgets are approved or allocated 
moving forward but where the Head of School is driving the change and has direct access to 
the board and setting budgets, this is of minimal concern.  
Effective Communications 
This dimension includes the ability of the school to communicate in all areas, with all 
stakeholders (Judge & Douglas, 2009). This is an area of development for the school and it is, 
in fact, an important item in the current school’s strategic and action plan for the current year. 
Overall, communication across the academic side is strong but there are breaks in 
communication between some of the non-academic offices and the academic side. Where the 
change to take place lies primarily within the academic side, it is not expected that there will 
be a concern but it is an area of progress nonetheless.  
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Systems Thinking 
This dimension involves the ability of the organization to identify and understand the 
big picture inclusive of, and outside of the school walls and understand the interdependencies 
involved (Judge & Douglas, 2009). In the case of MIS, systems thinking will include both 
internal and external factors, such as unique stakeholder expectations, limits with the IBMYP 
curriculum and how far adjustments can be made, various cultural expectations from the 
close to 50 nationalities on campus, and continued pressures from new and growing 
international schools in the host area. 
Cawsey et al. (2016) adapted a scale for rating an organization’s readiness for change 
from Judge & Douglas (2009) adding a few more dimensions to those previously suggested. 
Dimensions include previous change experiences, support from different levels, questions 
about the leadership in the organization, rewards for change and others (Cawsey et al., 2016). 
Of their 36-question table, points are either given or taken away, depending on the answers 
provided. If the answer to the question promotes change readiness, points are given. If the 
answers inhibit readiness for change, points are taken away. If an organization scores below 
10, Cawsey et al. (2016) suggest that it might not be ready for change. Thus, the higher the 
score, the more likely an organization is ready, to a maximum score of 35. MIS’ score came 
to 25, indicating that it is very ready for change (see Appendix A for full scoring matrix).  
Chapter 1 Conclusion 
The first chapter of this OIP has been a focus on the unique elements of My 
International School (MIS) and the unique challenges that it faces as an international 
community with a diverse student and staff population. The approaches of both servant and 
transformational leadership have been outlined as well as the author’s agency as Head of 
School at MIS. The leadership problem of practice (PoP) was described, with a historical 
view of the issue(s), key literature on the topic and a PESTE analysis. Both internal and 
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external data has been utilized. The guiding questions that followed were based on an inquiry 
approach and considered the factors that both contributed and influenced the problem. 
Finally, a vision for change was outlined, inclusive of a change readiness assessment to 
assess the various internal and external forces that will shape the change. In the next chapter I 
will propose a framework for change using Kotter’s (2012) eight-stage process, use Bolman 
& Deal’s (2017) Four Frames to provide a critical organizational analysis, propose possible 
solutions to the PoP and apply Starratt’s (1991) ethics of care, justice and critique to the 
possible change solution to ensure that the chosen solution is a morally just one. 
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Chapter 2: Planning and Development 
Chapter 1 introduced My International School (MIS) and the Problem of Practice for 
this Organizational Improvement Plan (OIP), which is how to develop and implement a 
middle school program that addresses the unique needs of adolescent students within MIS to 
support their academic, social, and emotional well-being. Chapter 2 will examine the 
development and planning pieces of a plan for change at MIS and will be organized into the 
following sections: Leadership Approaches to Change; Framework for Leading the Change 
Process; Critical Organization Analysis; Possible Solutions for Addressing the Problem of 
Practice; and Leadership Ethics and Organizational Change. The chapter will end with a short 
conclusion. 
Leadership Approaches to Change 
The role of the school leader is to serve the school community and ensure quality 
learning is taking place for all students. School leaders must possess a dedication to student 
learning; the community must be the focus of the leader (students, parents, staff, other admin) 
and not a focus on the leader themselves (Barth, 2013). As the Head of School at MIS and a 
senior leader in the organization, my leadership style and philosophy is continually growing 
and evolving as different challenges and opportunities present themselves. The leadership 
approach in this OIP was touched upon in Chapter 1 and is built upon a combination of 
servant leadership (Greenleaf, 1970) and transformational leadership (Burns, 2012). Each 
will be discussed further below individually and as a combined approach. 
Servant Leadership 
As discussed in Chapter 1, servant leadership was first introduced by Robert 
Greenleaf in 1970 after his reading of Journey to the East by Herman Hesse. The story 
illustrated to Greenleaf that Leo, the great leader, was seen as servant first (Greenleaf, 1977). 
If the community is the focus of a leader (Barth, 2013) then servant leadership is a strong fit 
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as a servant leaders’ ultimate goal is to serve the community, which is done through serving 
the needs of staff, rather than the needs of the leader, and building them up to work as 
autonomously as possible (Greenleaf, 1977; Hays, 2008). Greenleaf (1977) proposed that the 
leaders must ensure the needs of others are looked after so that they may be healthier, happier 
become wiser and, ultimately, so that they may come to serve themselves. A servant leader’s 
work is to help their staff develop their skills within the school, as well as to help their 
students work and achieve to their full capacity. The servant leader has a strong ethical 
behaviour, improves the quality of the organization through improving the development of 
staff, and involves others in decision-making to ensure community focus on change and 
development (Spears, 2010; Wong & Davey, 2007). The servant-leader is continuously trying 
to develop a better understanding of the people within their organization, in order to 
determine what is needed to help each individual to produce their best work (Batten, 1998).  
Of the many characteristics of the servant-leader, I have experience in helping staff to 
develop their skills and numerous staff during my time at MIS have grown into leadership 
positions within the school. I work hard to build a strong rapport with staff and involve others 
in the decision-making process as we work together on implementing change initiatives.  
While the research and peer-reviewed literature into the application of servant 
leadership in education remains somewhat limited (Northouse, 2019), there remains a 
growing body of literature on the application of servant leadership to other disciplines, which 
will be included in the section below. Larry Spears (2010), former CEO and president of 
Greenleaf’s Center for Servant-Leadership, described ten characteristics of the servant leader 
which he identified as central to their development. Others, such as Stone et al. (2004), have 
revealed up to 20 distinguishable attributes of the servant-leader, while Batten (1998) created 
his manifesto of the tough-minded servant-leader which included 37 attributes. Wong and 
Davey (2007) identified 14 reasons, through their study of empirical research and case 
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studies, to suggest why servant leadership may qualify as the best leadership style for all 
situations. While variations and extensions exist, most fall under, or combine with, the ten 
characteristics identified by Spears (2010). In this section I will examine the ten 
characteristics identified by Spears followed with how these apply to my specific context at 
MIS. 
Listening 
 While leaders have traditionally been valued for their ability to make decisions and 
communicate those decisions to their followers (Spears, 2010), the servant-leader also needs 
to be a receptive listener in order to identify and understand the will of the group and 
community they serve (Spears, 2010). Active and thoughtful listening, combined with 
reflection, and the ability to hear both what is said as well as what may be unsaid, are 
important aspects of the servant-leader’s toolkit (Crippen, 2010; Stone et al., 2004). Wong 
and Davey (2007) place the skill of listening and development of understanding as the most 
important skill for servant leaders. Where the servant-leader is focussed on helping followers 
grow and succeed, listening to their needs is an important aspect of leadership. Where this 
OIP considers how best to meet the needs of adolescents to support well-being, listening and 
communication skills will be imperative to appropriately understand their unique needs and 
the views of all stakeholders. 
Empathy 
 Spears (2010) states that the servant-leader works hard to understand and empathize 
with those they serve. Empathy ties to active listening – the servant-leader strives to 
understand what drives or impacts their followers, to be in-tune with their emotional state, 
and to develop sensitivity and understanding of those served (Wong & Davey, 2007). 
Understanding your staff, what they might be going through in their personal lives, the stress 
levels within the organization at different times of the year, is important if the servant-leader 
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is going to make an important personal connection with those they serve (Batten, 1998; 
Crippen, 2010). As stated above, empathy ties with active listening and, especially during this 
current pandemic period where stress levels are higher than usual amongst stakeholders, it 
will be important that I ensure the pace for change is adequate while also ensuring that time 
adjustments can be made as needed and deemed necessary through monitoring and 
evaluation.  
Healing 
 Tied into listening and empathy is the power of healing relationships. Many people 
that we work with are going through, or have gone through, a variety of emotional injuries 
(Spears, 2010). The servant-leader takes the opportunity to help staff repair these injuries 
through empathetic listening and support (Crippen, 2010). Caring words from school 
leadership can make the difference in the day of a student or a staff member (Sergiovanni, 
2013). In leading change to resolve the PoP, it will be important to know and understand the 
stakeholders I serve.  
Awareness 
 Not only general awareness of the organization but self-awareness of their own 
capabilities and limitations is a characteristic of the servant-leader (Crippen, 2010). 
Awareness helps the leader to understand issues that involve values, power and ethics within 
the organization they serve (Spears, 2010). Awareness of ethics and moral values is a key 
characteristic of the servant-leader as it is, in essence, a morally-based leadership approach, 
one of stewardship (Sergiovanni, 2013). The senior leadership team at MIS works 
collaboratively through all school initiatives. I am aware of my areas for growth and am able 
to leverage the skills and attributes of others in my team to accommodate for shortcomings.  
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Persuasion 
 While leadership often affords one the position of authority to make decisions within 
an organization, the servant-leader looks to persuade, or convince, others in decision-making 
(Crippen, 2010; Spears, 2010). Persuasive communication is an important skill for any leader 
(Stone et al., 2004) thus, a key skill of the servant-leader is working with groups within the 
organization and building understanding and consensus. Again, MIS has a history of working 
collaboratively across multiple stakeholder groups and this will continue to be leveraged 
throughout this OIP. At the basis of persuasion is the values and ideas that define the group’s 
core values and purpose (Sergiovanni, 2013).  
Conceptualization 
 Where a traditional leader may be occupied with achieving short-term goals, the 
servant-leader looks to the bigger picture from a perspective of conceptualization. The 
servant-leader holds the vision for the organization and the school community, helping 
followers to see the bigger picture as they work towards their common goals. Crippen (2010) 
states that the servant-leader is able to adjust goals, evaluate and analyse, and is able to 
foresee possible issues in the future. In my agency as Head of School coupled with my length 
service at MIS, I have been a part of multiple strategic plans, board retreats, campus 
relocations and long-range planning for the organization. I have a strong grasp of the bigger 
picture of where the organization has come from and where it is going. Conceptualization is 
an attribute of servant leadership for which I have a strong connection. 
Foresight 
 Similar to conceptualization is foresight, or the ability to look ahead to anticipate 
likely outcomes of situations (Spears, 2010). This comes from my experience at MIS in my 
role as Head of School, using historical decisions and situations to influence future ones, and 
is thus a characteristic that comes with time but is also linked to other characteristics of 
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servant-leadership, such as listening and awareness, all of which I possess and will apply to 
this OIP.  
Stewardship 
 When a leader assumes stewardship they are putting the people in the school 
community, and the school itself, at the heart of their focus (Sergiovanni, 2013). Stewardship 
recognizes that both the leader and the followers must be stewards (Batten, 1998; Russell et 
al., 2004). They do what is right; servant-leaders have a moral obligation (Crippen, 2010). 
Both Sergiovanni (2013) and Spears (2010) describe stewardship as an ultimate form of trust, 
where the people in the school community trust the leader to do what is right, to do what is 
ethically and morally in the best interests of everyone they serve.  
Commitment to the Growth of People 
 This characteristic is at the heart of the servant-leader as they are dedicated to helping 
others grow and develop, with the ultimate aim that the follower will come to serve as well 
(Greenleaf, 1977). The servant-leader is committed to challenging others to excel and 
teaching others the need for continuous self-improvement (Wong & Davey, 2007). The 
organization, as a whole, is stronger when those within it are growing and developing, not 
only the leader themselves. Again, combining the characteristics listed above, such as 
listening, empathy, healing and awareness, I have a strong history at MIS for both personal as 
well as professional growth for staff within the organization. I will utilize and build upon 
these skills to build capacity in others as this change initiative moves forward.  
Building Community 
 The servant-leader supports those within the community to grow and develop, to 
make connections and build relationships (Wong & Davey, 2007). The key element to 
creating a strong community, according to Sergiovanni (2013), is improving the school’s 
culture. The servant-leader uses all of the characteristics and skills noted above to make 
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connections with all stakeholders and help them to grow and develop, ultimately serving the 
good of the community as a whole.  
While the above characteristics of servant leadership are certainly not an exhaustive 
list, they do outline key elements of the importance serving the community and the people 
within that community. As previously stated, this form of leadership requires a significant 
level of trust between leader and follower, as well as leader and board, and teacher trust is 
imperative when considering any level of change within an organization (Leithwood et al., 
2013; Robinson, 2013). As evidenced throughout, I practice many of the key characteristics 
of servant leadership, particularly active listening and reflection, which are key to this style of 
leadership (Northouse, 2019).  
MIS is an international school with students and families representing around 50 
nationalities and staff representing 20 different nationalities. Some staff are singles, while 
others are married teaching couples or married teachers whose spouse works in a different 
company/sector. Some staff have children who are young and at home, some have children in 
school and others have children in universities/colleges around the globe. All are here, away 
from their native country and extended family, dealing with life in a foreign environment 
with different family situations. As Head of School there is a strong need to ensure care and 
attention is placed on the individual first and foremost, as well as to ensure I am building a 
community where everyone feels valued and appreciated, and to act as a steward for the well-
being of all stakeholders.   
Transformational Leadership 
Avolio & Bass (2002) state that transformational leadership is an expansion of 
transactional leadership. Where the transactional leader emphasizes the conditions and 
rewards for what will be received in completing expectations, the transformational leader 
motivates and increases interests of those they lead convert their followers into leaders 
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(Avolio & Bass, 2002). Transformational leadership shares many elements with servant 
leadership (Nsiah & Walker, 2013; Stone et al., 2004; Taylor et al., 2007), acting almost as an 
extension of the latter’s key elements. Similar to servant leadership, transformational 
leadership has a focus on the development of the follower, as central, with a focus on strong 
morals, ethics and values (Northouse, 2019; Provitera & Ghasabeh, 2017). The 
transformational leader focuses on an individual’s needs for growth, include followers in 
problem solving, actively listens and is a strong communicator, and articulates a clear vision 
for the follower (Avolio & Bass, 2002; Stone et al., 2004).  
As stated in Chapter 1, James MacGregor Burns originally wrote about 
transformational leadership in 1978, where he discussed developing followers by developing 
their needs in order to develop the wider goals of the community or organization (Northouse, 
2019). By developing the needs of the individual, and in some cases the leader will modify 
their style or practice in recognition of followers’ preferences, “leaders and followers are 
engaged in a common enterprise; they are dependent on each other, their fortunes rise and fall 
together, they share the results of planned change together” (Burns, 2012, p. 1019). If 
performed correctly, the ultimate goal is for the followers to move beyond their own self-
interests for the well-being of the wider school community (Keung & Rockinson-Szapkiw, 
2013), similar to that of servant leadership. For the transformational leader, a more macro 
approach to the organization is needed over the micro view of the servant-leader looking at 
the individual first (Nsiah & Walker, 2013). There is more concern over progress and 
development of the organization, as a whole, than on the individual staff member (Provitera 
& Ghasabeh, 2017; Stone et al., 2004). Figure 2 shows the similarities and unique 
characteristics of servant leadership and transformational leadership, in the form of a Venn 
Diagram. 
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Figure 2 
Venn Diagram for Transformational and Servant Leadership 
 
 As noted above, transformational leadership shared many attributes with that of 
servant leadership and the two compliment my approach to working within my OIP. One of 
the main differences of transformational leadership is ensuring the organization receives 
emphasis and is not overlooked while catering to the needs of the followers (Provitera & 
Ghasabeh, 2017; Stone et al., 2004).  This macro, or holistic, look at the organization is key 
to ensuring the overall success of this OIP as any middle school changes that may take place 
must not conflict with the school’s mission and vision. In my role as Head of School and 
leading change at MIS, I am in a unique position to ensure that there is an emphasis placed on 
both the growth and development of staff and the individual programs as well as the overall 
school strategic and action plan for the future.  
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Combined Approach 
This OIP looks at ways to improve and support the academic, social and emotional 
well-being of middle school adolescents at MIS. To do this successfully, a combination of the 
common characteristics of servant leadership and transformational leadership will be applied. 
As mentioned above, MIS is an international school where unique needs of international staff 
must be met. The attributes of the servant-leader and focussing on the unique and individual 
needs of the staff will be important to move staff forward and ensure they feel engaged with 
the organizational vision and goals. At the same time, as Head of School at MIS my role is to 
consider the best interests of the organization, as whole, and there are times when the 
organization must come first and foremost, while still being mindful of the individual needs 
of the staff. A combination of attributes that focus on community, such as active listening, 
strong morals and values, trust and putting the organization first, as well as a continued focus 
on the unique individuals within the MIS community, will be employed and explored along 
with the change framework discussed in the next section.  
Framework for Leading the Change Process 
The change model to be used for this OIP is Kotter’s (2012) eight-stage change 
process. The MIS board is made up of locals from the host country who are used to a very 
linear, transactional and hierarchical approach to implementing and enforcing policies and 
procedures. The local accrediting body in the host city is very systematic in approach and the 
school is used to working in this manner, from one stage to the next. Kotter’s eight-stage 
approach is prescriptive and systematic and will be easily understood by all stakeholders. 
I recognize that Kotter’s model is prescriptive and is, perhaps, not as aligned with my 
leadership style of servant and transformational leadership. As such, a model such as 
Gentile’s (2014), which focuses on flexibility and value-driven leadership through a three-
step approach, Cooperrider’s Appreciative Inquiry (AI) which focuses on building on the 
   46
positives, or what is working in an organization, or Duck’s (2001) five-stage change model 
that allows a focus on the community emotional aspects and reactions to change (Cawsey et 
al., 2016), were considered. However, given that MIS’ Board, Director of Administration and 
majority of staff are currently accustomed to a very structured, hierarchical approach to 
policies, procedures and previous incremental changes, the need for a linear, clearly 
identified change process that deals with concrete concepts and ideas is needed. Thus, 
Kotter’s eight-stage model will be utilized as it allows for the structure that MIS requires but 
also lends itself to the leadership styles of a servant and transformational approach, as it 
keeps a macro-view of the organizational needs and also encourages development of the 
individual. Kotter’s eight-stages are outlined below. 
Establishing a Sense of Urgency (1) 
 Kotter (2012) states that it is crucial to establish a sense of urgency at the outset of the 
change process. Klein (1996) refers to this as challenging the status quo. Complacency will 
destroy a change initiative and Kotter provides numerous examples of ways to raise the 
urgency level, including sharing the results of customer satisfaction and financial reports with 
more staff (Kotter, 2012). Klein (1996) states that the initial communication for a change 
initiative should come from the senior leadership person leading the change. At the start of 
the new academic year I shared comments from parent and student surveys, exit parent 
survey comments and the number of middle school withdrawals with all staff in a 
presentation. I stressed the need to develop a middle school program that was separate from 
the high school and primary school, that provided a transition program and focused on the 
adolescent development of middle school students. The middle school demographic is key to 
the school’s sustainability and growth development. 
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Creating the Guiding Coalition (2) 
 Change cannot take place without assistance. In order to develop the vision, move that 
vision across the organization and overcome obstacles along the way, you need a coalition 
(Kotter, 2012). A strong coalition of the right people with shared values and a shared trust is 
imperative to ensure success (Kotter, 2012). As both a servant-leader and transformational 
leader, empowering individuals to lead and engage with vision and strategy (Nsiah & Walker, 
2013; Stone et al., 2004) make strong links to this stage. Due to my agency in the 
organization I am able to engage with all key members of the organization and directly 
influence the strategic planning and organizational goals to ensure this plan moves forward. 
However, heads of school cannot make change happen in schools on their own (Hallinger, 
2003). Gaining support and buy-in from various leadership positions within the school, 
tapping into the knowledge of our middle school specialists and confronting any obstacles 
head-on, we will be able to move the plan forward. 
Developing a Vision and Strategy (3) 
 Developing a strong vision is a common element of any change process. Cawsey et 
al.’s (2016) Change Path Model refers to this process as mobilization, stating the importance 
of a clear and concise vision that can be quickly and easily understood, like an ‘elevator 
pitch’. For Kotter, a strong vision simplifies the future decision-making process, motivates 
people through short-term pain to see longer-term gains, and aligns individuals into a 
coherent, coordinated coalition (Kotter, 2012). Both transformational and servant-leadership 
place strong emphasis on developing and sharing a strong vision with followers (Nsiah & 
Walker, 2013; Stone et al., 2004). The vision for this OIP is being developed by the senior 
leadership team from my initial thoughts on paper. Following Kotter’s (2012) main 
characteristics of an effective vision, we will work to ensure it is imaginable, desirable, 
feasible, focused, flexible and communicable.  
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Communicating the Change Vision (4) 
 A key element of getting the vision across to everyone in the organization is 
effectively communicating that vision. If the vision is easily understood, instils a sense of 
urgency and a desired end-state, and is tied to the values and mission of MIS, it can still fall 
short if it is communicated poorly (Cawsey et al., 2016). Again, this is where it is important 
to use the power of the guiding coalition to communicate the message often and through a 
variety of means across the MIS community. Parents, students, teachers and staff all need to 
understand the vision. Kotter (2012) suggest the use of stories and metaphors as these are 
easy to remember, communicating in numerous different forums, and to repeat the vision as 
much as possible. If the vision is not heard and not accepted by the vast majority of people 
within MIS, the next steps in Kotter’s process will undoubtedly fail (Kotter, 2012). More 
about communicating change will be discussed in the next chapter. 
Empowering Employees for Broad-Based Action (5) 
Those involved in the change process cannot act if they feel, or are kept, powerless 
within the organization. MIS has a number of structural barriers, as Kotter (2012) refers to 
them, that will need to be removed or adjusted in order for the various change leaders to be 
able to carry out their roles. As stated above, the combined leadership approaches of both 
servant and transformational place important emphasis on empowering and providing 
meaningful work to the staff (Harvey, 2001; Nsiah & Walker, 2013), linking strongly to this 
stage. There is a strong hierarchical structure at MIS and people will need to be afforded 
more space to do their work without constant checking-in. Trust is important here but so is a 
strongly understood and communicated vision. If everyone knows the path forward and the 
desired end result, trust can be afforded that actions and decisions made are in the best 
interest of MIS.  
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Generating Short-Term Wins (6) 
Trying to work through major change without attention to short-term wins is 
extremely risky as you run dangerously close to the edge of running out of steam for 
numerous members of your organization (Klein, 1996; Kotter, 2012). Being able to see 
progress along the way will be important for the MIS school board as they will want to be 
assured that the path forward is the correct one, and it will be important to keep morale up 
and things moving forward. Kotter (2012) advises that short-term wins need to be visible, 
meaning that large groups of people see it, are unambiguous, meaning there can be no doubt 
as to the win, and that they are clearly tied to the change effort. MIS’ consistent 
communication across all channels will be important throughout this process. 
Consolidating Gains and Producing More Change (7) 
This stage involves keeping the momentum going so that stakeholders do not become 
complacent or feel that they have completed all tasks. In Cawsey et al.’s (2016) Change Path 
Model, this is referred to as Acceleration, to build momentum and celebrate continued 
milestones. For Kotter (2012), resistance is always around the corner until the change is 
anchored in the culture and becomes ‘how we do things around here’. MIS will not stop once 
a middle school advisory program is in place or once a distinct middle school section 
focusing on the personal, social, emotional and academic needs of adolescents has been 
established. Lessons learned from this change implementation will be brought forward to 
addressing needs in the high school and reviewing programs in the primary school.  
Anchoring New Approaches in the Culture (8) 
Cawsey et al.’s (2016) Change Path Model refers to this stage as Institutionalization, 
where managers are measuring the change and ensuring it has been implemented 
appropriately. For Kotter (2012), this refers to the change in the culture of the organization 
and this resonates with me because at MIS we are very proud of our school culture. Culture 
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refers to the norms of behaviour, the common ways that people within the school act and 
behave, our shared values that are deeply ingrained in who we are and how we do things 
(Kotter, 2012). For new practices to effectively replace the old ways of doing things, it needs 
to be embedded in the new culture.  
Culture is not something that can be changed easily, it takes time and it takes 
changing hearts as much as it takes changing minds. Barth (2013) posits that changing the 
culture of a school is one of the most difficult things to do. We need to ensure that our change 
is in line with our values and we must remain true to our goals in order for this change to 
become ingrained in our new culture. Our new way of ‘how things are done around here’. 
In summary, Kotter’s (2012) eight-stage change model provides very clearly-
articulated stages that can be easily understood and implemented by the MIS community. By 
utilizing a servant and transformational leadership method, the involvement of all 
stakeholders in the decision-making and implementation process will be carefully taken into 
consideration so that Kotter’s model does not become too hierarchical or prescriptive. 
Through active listening and putting the needs of the community and stakeholders first, shifts 
within Kotter’s framework can take place, if needed, ensuring it is a more organic than static 
process. In the next section I will outline what the critical organizational analysis involves 
using Bolman and Deal’s (2017) Four Frames model.  
Critical Organizational Analysis 
Lee Bolman and Terrance Deal’s (2017) Four Frames will be used to critically 
analyze the changes that are needed within this OIP. Bolman and Deal (2017) suggest four 
constructs or perspectives, which they call frames, through which to observe and analyze 
organizations. By analyzing the school through multiple perspectives, MIS is able to 
capitalize on its strengths and identify weaknesses, or potential barriers, to success. Every 
effort to improve an organization is based upon that organization’s assumptions of how they 
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work and what is needed to make them better (Gallos, 2006). By forcing ourselves to look at 
our organization from multiple perspectives, we are allowing ourselves to consider angles or 
thought processes that we may not have considered before. Each challenge within an 
organization can be looked at through each of Bolman and Deal’s four frames. Individually, 
they are able to capture one piece of the issue at hand but alone they are incomplete (Gallos, 
2006). Using the four frames together to look at an organizational issue, such as the one in 
this OIP which is how to develop and implement a middle school program that addresses the 
unique needs of adolescent students within MIS to support their academic, social, and 
emotional well-being, the school will be able to examine all of the richness and complexities 
that make up the organizational problem of practice (Bolman & Deal, 2017; Gallos, 2006). 
The four frames will be applied below to provide a more in-depth analysis of the issues to 
move MIS forward. Table 1 provides an overview of the four frames. 
Table 1 
Overview of Four Frame Model 
 
Note. Data from Developing Monitoring and Evaluation Frameworks (Bolman & Deal, 2017) 
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Structural Frame 
The structural frame is often referred to metaphorically as the ‘factory’ (Sowell, 
2014). The structural frame views organizations as rational systems (Gallos, 2006) and deals 
with the formal structures within the organization. The structural frame has a focus on areas 
such as the management processes, rules and roles, policies and goals, and division of labour 
(Lyon et al., 2014). These are the rules for what can and cannot be done, centred on hierarchy 
(Bolman & Deal, 2017). Essentially, the structural frame is the ‘policies and procedures’ or 
the organizational chart of the school.  
MIS has a formal structure with very clear policies and procedures and established job 
descriptions. All policies are reviewed by numerous staff with positions of responsibility and 
are updated annually. At the start of each academic year, time is spent within whole school 
staff meetings to review updated policies and procedures and note any changes that may have 
been made. Strategic planning cascades down to action planning and staff individual work 
plans so that all understand how their work for the year contributes to the overall school plan. 
Communication channels are well-established and regular meetings take place including, but 
not limited to, collaborative grade level and departmental meetings, curriculum meetings 
within and across the three IB programmes, leadership level meetings within the primary and 
secondary school sections, whole school level leadership meetings, academic and 
examination board meetings, monthly school board meetings, whole school IT meetings, 
marketing and admissions meetings and student services meetings in the primary and 
secondary sections. 
Structural Frame Strengths at MIS  
MIS has a clearly defined organizational structure with clearly defined roles and 
responsibilities, ensuring opportunity for staff to see their role in the bigger picture of the 
organization and how all can work together to achieve community goals (Bolman & Deal, 
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2017). Having a clear structure with clear links between departments and sections of the 
school allows for a whole school approach to implementing programs for change which, in 
the context of international school student well-being, is an effective approach (Higgins & 
Wigford, 2018). Clear roles and responsibilities throughout MIS exist for the purposes of 
ensuring student well-being, on a whole school level. There are counsellors within the 
secondary and primary sections, a learning support teacher who works across the grade 
levels, a Dean of Students who works within the secondary school and weekly student 
services meetings that take place within the primary and secondary sections to discuss 
strategies and review students in need. The Director of Education Technology created a 
digital citizenship K-12 curriculum in 2015 to address online safety and growing personal 
and social issues across different media and the school implemented a child protection and 
safeguarding curriculum in 2018 to ensure safe hiring practices and identification of various 
forms of abuse and neglect to keep the community safe.  
Structural Frame Gaps at MIS  
The school lacks a comprehensive and organized K-12 transition program throughout 
the school. There are processes in place for the transition from grade 5 to grade 6 (primary to 
middle school) but there is no formal transition program from middle school to high school. 
There is also a process in place for the transition of new students to the school during the 
main ‘starts’ to school, namely the beginning of the first semester in August and the 
beginning of the second semester in January, but the process is less developed for students 
who commence school throughout the academic year. This process is also not unified and 
remains varied within the primary and secondary sections of the school. At the time of 
writing this OIP, there is action taking place to develop a more robust transition program. 
MIS also lacks a comprehensive and established pastoral or advisory program within the 
secondary school. MIS has seen more than one iteration of such a program, only to be pushed 
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aside for other program needs for available time during the week. Knowing that schools that 
have strong advisory or pastoral programs are more successful in meeting students’ needs for 
advice, counselling and guidance (Anfara, 2000; Anfara, 2006; MacIver, 1990; Wigfield, 
2005), this is an important area of growth for MIS.  
Human Resource Frame 
The human resource frame is often referred to metaphorically as ‘family’ (Sowell, 
2014). This frame deals with the interactions and roles of people within the organization, both 
in their interactions between one another as well as their interactions with the organization as 
a whole (Bolman & Deal, 2017), and identifies how well the needs of the employees and the 
needs of the organization are matched (Sowell, 2014). The human resource frame has roots in 
theorists such as Abraham Maslow, known for his hierarchy of individual needs, and Chris 
Argyris, known for his work in connecting organizations and individuals (Gallos, 2006). In 
particular to the human resource frame is the role of groups and teams. The human resource 
frame also connects closely with servant leadership, as this frame places people at the centre 
of the organization (Bolman & Deal, 2017; Bolman & Gallos, 2011). Both the servant leaders 
as well as the human resource leader work “on behalf of both the organization and its people, 
seeking to serve the best interests of both” (Bolman & Deal, 2017, pp. 317), which also links 
to the transformational leader.  
Human Resource Frame Strengths at MIS  
As expressed in Chapter 1 of this OIP, MIS shows readiness for change in this area. 
There is trust in the school’s leadership at the varying levels in order to gain the trust of the 
rest of the school and to be able to illustrate to them how to meet their goals collectively 
(Judge & Douglas, 2009). There are strong relationships between the various community 
stakeholders, from parents and students to teachers and school leadership (ACS WASC, 
2019). There has been instilled an urgency for change (Kotter, 2012) and teacher groups have 
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formed to begin considering options with stakeholder surveys and involvement coming in the 
second semester – the school is unified. The key change drivers in this frame are the 
members of the student services team, namely those staff involved directly in student support, 
as well as the leadership team and middle school teaching staff. As the Head of School, I 
have the agency to work across the various levels of the school, including the school board, in 
order to enact and support the change that is necessary.  
Human Resources Frame Gaps at MIS  
While there is a strong connection between all stakeholders of the MIS community, 
there remains a lack of understanding regarding the various support services offered within 
the secondary school (MIS Parent Survey, 2018; MIS Parent Survey 2019). Though there is 
information provided within the student handbook, information sessions held throughout the 
year and on the school website, the tendency seems to be to disregard these services until 
they are being utilized.  
An additional gap within the human resources frame is within the shared 
understanding of a middle school student’s needs and adolescent development. Adolescent 
development can have a significant impact on a number of developmental outcomes, such as 
academic achievement, achievement motivation and self-concept (Dolgin, 2002; Keating, 
2004; Wigfield, 2005). The student population at MIS is currently not large enough to enable 
the school to hire dedicated, full-time middle school teachers across all subjects. The majority 
of middle school teachers are high school teachers (IBDP) who are also tasked with teaching 
within the IBMYP years. The teachers are professionals and have no issue with teaching 
within the younger years of middle school but, currently, no professional development or 
training is provided in understanding of adolescent development or student well-being. 
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Political Frame 
The third frame, the political frame, is often referred to metaphorically as a ‘jungle’ 
(Sowell, 2014). In this frame the organization is viewed as a number of people and groups 
who are vying for scarce resources, with there never being enough to give all parties what 
they are looking for (Bolman & Deal, 2017). In this frame, the leadership of the school use 
their skills to negotiate, build coalitions, determine agendas and manage conflict between 
parties (Bolman & Gallos, 2011). Power, compromise and ongoing conflict management are 
ongoing features of this frame (Lyon et al., 2014) and while some of these features are often 
toxic in nature, they are also be a source of creativity and innovation (Gallos, 2006). 
Political Frame Strengths at MIS  
There is a unified agreement amongst all stakeholders that MIS needs to develop its 
middle school program and student well-being. MIS has seen the development of both the 
IBDP and the IBPYP over the years while the IBMYP, or the middle school, has been paid 
little attention by the school leadership. The parent group is also in full support of 
development within the middle school and they will be a strong support driver for the coming 
change.  
Political Frame Gaps at MIS  
Every department is looking to further develop areas of the curriculum as well as 
physical resources, thus placing demands on strategic goals and budgets. Though the 
stakeholders are in agreement concerning the need for middle school and well-being 
development, the current lack of discourse concerning hierarchy of needs and the need to 
move other departmental development further down the strategic plan timeline is a gap. 
Awareness of differentiation between middle school and high school students and the 
different needs of adolescents is not widespread and the current understanding is not 
commonly shared.  
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Symbolic Frame 
The final frame, the symbolic frame, is often referred to metaphorically as a ‘carnival, 
temple, or theatre’ (Sowell, 2014). In this frame, Bolman & Deal (2017) note that the most 
important part of the leader’s role is to give staff something that they can believe in; give 
them inspiration. The focus in this frame is on the rituals, culture, stories, symbols and vision 
of the organization (Sowell, 2014). Much as the human resource frame tied back to my 
leadership position in Chapter 1, so too does the symbolic frame. Theatre is a metaphor for 
the symbolic frame, and good theatre, or stories, engages the head and the heart (Gallos, 
2006), which circles back to the grand theorist Pestalozzi who believed that the head and the 
hand is guided by the heart (Wilkinson & Wilkinson, 2013). The importance of stories and 
tradition, values and those who have formed a type of mythology or legend within the school 
comes into play here. The story of the school’s founder, for example, and why they decided 
to form a school in the first place, to create an educational institution that was accessible to 
everyone and not solely based on academic achievement or determined by assessment results. 
This foundation story is our legacy and we are reminded of who we are when we tell it. MIS 
is known for its strong community, its sense of belonging, acknowledgement that everyone 
belongs, and everyone is encouraged. Values are strong sand important. 
Symbolic Frame Strengths at MIS  
The community is a source of strength at MIS. With students coming from 50 
nationalities at all different stages of their academic career, from a variety of backgrounds, 
the school is a source of comfort, normalcy in a sometimes fractured world and a source of 
stability (Ota, 2014; Pollock & Van Reken, 2001). The values of the school, namely that the 
school is academically non-selective and promotes balance and resilience, tying in tightly to 
the IB Learner Profile (IBO, 2020) and overall mission and vision, is a definite strength.  
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Symbolic Frame Gaps at MIS  
Currently the school has a strong focus and shared vision for both the IBDP and the 
IBPYP programmes within the school but the IBMYP, or middle school, is an area that has 
received less attention. The middle school promotion within the school is geared more 
towards how it prepares students for the IBDP than how it stands on its own merits and the 
importance of it as an individual program within the larger structure of a K-12 school.  
In summary, MIS is ready for change in all areas of Bolman & Deal’s (2017) four 
frames to develop and implement a middle school program that addresses the unique needs of 
adolescent students within MIS to support their academic, social, and emotional well-being. 
However, as seen above, there exits gaps within the organization that will need addressing in 
order to effectively move change forward. Possible solutions to address the problem of 
practice will be presented in the following section. 
Possible Solutions to Address the Problem of Practice 
As outlined in Chapter 1 of this OIP, MIS is currently lacking a middle school 
program that addresses the unique needs of adolescent students to support their academic, 
social, and emotional well-being. There are a variety of ways to approach the issue, which 
includes leaving things as the status quo. This section will examine possible options to 
address the PoP. Using Bolman & Deal’s (2017) frames as a guide for evaluation of the 
possible solutions, I will consider the impact of finances (political), staffing and human 
resources (human resources), strategic planning, policies and procedures (structural) and the 
overall community impact (symbolic). The four possible solutions for the PoP are leaving the 
current status quo, providing professional development to the secondary staff, creating a 
middle school learning community, and implementing a middle school advisory program.  
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Possible Solution #1: Leave the Status Quo 
MIS could leave things as they are, accepting the status quo, and decide not to address 
the need to develop the middle school program or attend to student academic, social and 
emotional well-being. The school may determine that other areas of the school require the 
necessary resources and attention at this stage in the school’s development. As outlined in 
Chapter 1, MIS loses students after primary school where a large number of students do not 
continue with the school and choose other schools in the host country. Not only does MIS 
lose students in the transition from primary school to middle school but it loses students 
during the middle school program as well. MIS could choose to continue to ignore this 
information and choose not to address the issues that is faces. However, ignoring the issues at 
hand does not match the school’s mission and vision, nor the school’s SLOs. It also does not 
match the school board’s strategic and financial goal of increasing student enrolment and 
decreasing attrition rates throughout the grade levels. Finally, leaving the status quo also does 
not address the strategic plan goals that have already been determined to improve the middle 
school program and address the needs of adolescent and overall student well-being (MIS 
Strategic Plan, 2020).  
Possible Solution #2: Secondary Staff Professional Development 
Professional development is a term that is used broadly to include any teacher training 
or learning that is beyond the initial teaching degree (Creemers, et al., 2013). At MIS, 
professional development includes peer sharing of knowledge, conferences and workshops 
held locally or regionally, and dedicated days during the academic year where specialists 
might be invited into the school to focus on specific strategic goals with teacher teams. 
Teachers who care about and are respectful of their students afford the social and emotional 
supports that students require to be successful both academically as well as socially and 
emotionally (Eccles, 2013; Roeser et al., 1996; Wigfield, 2005). Between primary and middle 
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school there is a notable decline in academic motivation and teacher support can play an 
important factor in helping with students’ studies as well as positive well-being (Wigfield, 
2005). Well-being is dependent on relationships and the student-teacher relationship, which is 
strong in the primary school years, becomes more distant in the middle school years (Holfve-
Sabel, 2014; Wigfield, 2005).  
As noted above, where many of the middle school teachers at MIS are high school 
teachers (IBDP) in the majority of their experience, knowledge of how to form positive 
relationships with adolescent middle school students may not be commonly understood or 
implemented. Professional development activities could be designed and implemented 
throughout the secondary school so that all academic staff have a common and coherent 
understanding of the importance of forming positive student-teacher relationships, with a 
focus on middle school. PD opportunities would also need to be implemented to ensure that 
all academic staff teaching middle school students have an understanding of adolescent 
development including, but not limited to, emotional irregularities (Dolgin, 2002; Keating, 
2004), poor decision-making abilities (Keating, 2004; Somerville, 2013; Wigfield, 2005), 
anxieties surrounding social and peer-related situations (Anfara, 2000; Keating, 2004; 
Somerville, 2013), and academic motivation and achievement (Dolgin, 2002; Wigfield, 
2005). 
Currently, MIS has between two and four professional development days set aside 
each academic year. While the majority of the time is usually set aside for whole school goals 
and development across different K-12 curricular strands, where the key leadership and 
departmental staff are committed to growth and development within the middle school there 
should be little issue with setting aside time during these PD days for middle school staff to 
focus on middle school development. These days are already set aside so there should be little 
additional financial impact. While this solution may be effective, there may be ongoing issues 
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where international school staff change regularly. Without adjusting the programs within the 
middle school themselves, professional development on its own is more of a temporary 
solution that would need to continuously be repeated as staff change.  
Possible Solution #3: Middle School Learning Community 
In keeping with the idea of the professional development option above, middle school 
learning communities could be formed within the school to address the need of teacher 
development. Much the same as other professional learning communities (PLC), where 
teachers work together to bridge the research-practice divide in an attempt to solve issues 
with practice (Woodland, 2016), a middle school learning community could be formed with 
the ongoing task throughout the academic year to research middle school student well-being 
concerns and implement strategies. Working within their core team of middle school 
teachers, the group could lay out a plan for the year with the topics they wish to cover. Where 
they meet more frequently than the above designated PD days, the group could also address 
concerns that may develop organically throughout the year. 
Possible drawbacks to this approach primarily concern time. The PLC idea would 
mean additional meeting time for the middle school teachers beyond the already timetabled 
collaborative planning and departmental meetings that are on the schedule. Similar to the PD 
days above, there are potential issues with the ongoing changes in international staff and 
without changing the programs themselves, this may not be a lasting change. As with 
Kotter’s (2012) last stage of his change process, in order for new practices to effectively 
replace the old ways of doing things, they need to be embedded in the new culture. If we are 
changing only the teaching practice and not the programs themselves, the teaching practice 
may not remain stable as international school teachers come and go. Finally, there is the 
potential issue that the PLC may have little impact on improving the practice as there may be 
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“insufficient expertise within the group necessary to advance the learning of that group” 
(Fink & Markholt, 2011, p. 322).  
Possible Solution #4: Implementation of a Middle School Advisory Program 
The fourth proposed solution is the implementation of an advisory program. MIS 
currently has a pastoral program that runs throughout the secondary school but this program 
is not currently optimized and has seen a number of revisions over the years. The program is 
not viewed as essential by many of the middle leadership within the school and when 
additional time is needed in the school week it is the pastoral program that is cancelled. The 
new child protection curriculum that was recently implemented has also taken time away 
from the pastoral programming. Finally, there is little guidance or evaluation of the current 
program, with some teachers running it effectively and others having difficulty.  
The importance of a strong advisory program is well-documented. The Carnegie 
Council on Adolescent Development (1989), more than 30 years ago, highlighted the need 
for small group advisories to ensure that every student had at least one adult they could form 
a strong relationship within the school. They believed that all students should have at least 
one adult they could rely on to discuss academic, personal, social and emotional issues. 
MacIver (1990) later wrote that schools that have strong advisory programs see greater 
success in meeting students’ needs for counselling and guidance than those that do not. 
Wigfield (2005) found that groups that meet weekly or daily are able to provide greater 
teacher support for both individual as well as groups of students with academic and social 
issues. McClure et al. (2010) in a study of over 10,000 students over three years at 14 
schools, found that the relationships developed between students and teachers, due to greater 
levels of personalization from advisory programs, were associated with improved school 
culture, student engagement and higher academic levels. Advisory programs ensure that time 
is set into the schedule on a weekly basis for small groups of students to come together with a 
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teacher, sometimes the homeroom teacher, to discuss and work on a variety of concerns, from 
child protection and keeping safe, to academic success and struggles, to personal, social and 
emotional issues, to school community concerns. In higher grade levels there might be an 
inclusion of university advising or career exploration. Some schools build these programs on 
their own while others base the core curriculum on existing models, such as the International 
School Counselor Association (ISCA, 2020). 
Possible drawbacks to this approach concern a ‘one-size-fits-all’ model where there 
might be a desire to implement a program that is not entirely relevant to MIS’ unique 
community. This could lead to future issues if elements of the program do not fit well and 
teachers begin to lose confidence. The implementation of such a program will need to be 
carefully overseen and adjusted where necessary. A plan will need to be put in place for a 
review cycle to edit aspects of the curriculum that do not fit. Another drawback is this 
approach does not include teacher professional development in adolescence and middle 
school personal, social and emotional issues. This type of program is expected to be run by 
either school counsellors or teachers who have had some form of professional development. 
Finally, there may be a financial consideration needed as some of these advisory programs 
have annual subscription rates or include training programs that require fees.  
Summary and Evaluation 
Four possible solutions were outlined and discussed: maintaining the status quo, 
secondary staff professional development, middle school learning community, and 
implementing a middle school advisory program. The possible positive and problematic 
impact of each has been examined. Table 2 provides an overview of each solution with a 
comparison of possible positives and drawbacks.  
 
 




Combined Solution Approach 
While none of the above possible solutions address all of the of the needed change 
within this OIP, an additional solution that combines both secondary professional 
development (proposed change #2) and a middle school advisory programme (proposed 
change #4) would adequately address of the organizational gaps and needed change. There is 
a need at MIS for a shared, consistent understanding of the unique needs of adolescents in the 
middle school program. The second possible solution presented appropriately noted the 
importance that all academic staff have a common and coherent understanding of the need for 
forming positive student-teacher relationships, with a focus on middle school. The fourth 
possible solution, implementing a middle school advisory program, highlighted the well-
researched results that greater levels of personalization are achieved through advisory 
programs, and were associated with improved student engagement, student-teacher 
relationships and an increase in academic achievement. This solution however, was lacking 
the professional development for a holistic staff understanding of middle school needs. A 
   65
combined approach of the two solutions presents a strong solution to move forward within 
this OIP. 
Selecting a researched advisory program that best fits MIS’ community needs and 
utilizing student-free professional development days where the whole of the secondary school 
can work together to devote time to professional learning can combine towards an effective, 
holistic program. Using the four frames model MIS must effectively address possible issues 
surrounding areas such as staff capacity and administrative support, clear expectations on the 
part of the teachers and the leadership team, the amount of time given to advisory lessons and 
the adjustment of time related to other subjects, effective monitoring and evaluation of the 
program, and the solidifying of the new program into the school culture (Anfara, 2006). The 
following section will examine the ethical issues and concerns that have emerged in 
determining the proposed solutions. 
Leadership Ethics and Organizational Change 
Business ethics is an area far more researched than ethical leadership (Northouse, 
2019). It has only been in the past twenty or more years that we see much written about the 
characteristics or principles of ethical leaders. Where ethics is about relationships with others 
and leadership focuses on an activity of relationships that are human-centred, Ehrich et al. 
(2015) view ethical leadership as a social and “relational practice that is concerned with the 
moral purpose of education” (p. 199). Northouse (2019) states that ethics is focussed on the 
morals and values of the individual and what the wider community finds is appropriate. 
Where the school leader is charged with the welfare of staff and students, it is important that 
the school leader is just and leads decision-making with an ethical frame. It is the role of the 
educational leader, after all, to promote the success of every student in their care, in an ethical 
manner and with fairness (The Council of Chief State School Officers, 2008; Ehrich, et al., 
2015). Successful school leaders have a strong ethical justice and strong ethical purpose 
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(Starratt, 1991). Ethics is a system of determining what is right and what is wrong and for 
leadership, it is concerned with what leaders do and who they are as individuals (Northouse, 
2019).  
Northouse (2019) goes further to discuss principles of ethical leadership, which he 
says can be traced back to Aristotle, which are: respecting others, serving others, acting justly 
or fairly, being honest, and building community. The two leadership approaches to this OIP, 
namely servant leadership and transformational leadership, are strongly tied to Northouse’s 
principles and overall notions of ethical leadership. The servant leader is morally-based, with 
a strong moral commitment to children and student development (Sergiovanni, 2013). The 
servant leader is focussed on building community through the support and encouragement of 
those within the community (Greenleaf, 1977; Hays, 2008; Nsiah & Walker, 2013). Because 
of the strong influence that leaders have on the building of their community, they play a 
major part in cultivating the ethical climate of their school (Northouse, 2019, p. 342). 
Northouse’s (2019) principle of serving others is directly in line with Greenleaf’s (1977) 
servant leadership which, at its core, is to serve the needs and concerns of others, placing a 
great deal on listening and empathy (Northouse, 2019; Stone et al., 2004). Burns’ 
transformational leadership is also concerned with taking into account the needs of followers 
as they work together towards a common goal of bettering the community (Keung & 
Rockinson-Szapkiw, 2013; Northouse, 2019). An ethical leader is concerned about the 
interests of the wider community and culture of the organization (Northouse, 2019). An 
ethical leadership style, combined with a transformational leadership approach, has been 
shown to have a positive impact on influencing followers within an organization 
(Schaubroeck, J. M. et al., 2016).  
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For the purpose of this OIP, I will use Starratt’s (1991) three stated ethics of critique, 
justice and caring to examine the ethics of the above combined approach of secondary staff 
professional development and a middle school advisory programme.  
Ethic of Care 
The ethics of care puts the value of relationships and individual value itself front and 
center (Ehrich et al., 2015). There is a strong element of ensuring that each individual is 
looked after; each student is supported to reach their full potential with a “resounding concern 
and care for the well-being and opportunities of all students” (Ehrich et al., 2015, p 204). A 
uniquely developed advisory program at MIS, tailored to the needs of the MIS community, is 
supported by Starratt’s (1991) ethics of care. The core element of an advisory program is to 
ensure that every student has at least one adult in the school who they can go to for 
emotional, academic, social, personal and academic support (Anfara, 2006; Eccles, 2013; 
Galassi et al., 1997; Roeser et al., 1996). The advisory program strengthens and supports the 
student-teacher relationship, which is essential in middle schools, to ensure that rather than 
have these relationships decline in the adolescent years, as often happens (Wigfield, 2005), 
they thrive to ensure students have the support to engage, approach and persist in academic 
learning tasks (Eccles, 2013; Roesser et al., 1996). The advisory program also supports the 
student-student relationship, tying into Pestalozzi’s moral education, for teachers who 
practice and show care to their students produce students who show care for one another 
(Sellars & Imig, 2021). Within the ethic of care exists confirmation, affirming the best in 
students in order to help them grow in ways that themselves value (Sellars & Imig, 2021). 
Thus, the secondary teacher development element of the combined approach is also 
supported through Starratt’s (1991) ethics of care.  
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Ethic of Justice 
The ethic of justice is centered on the equitable treatment of people (Starratt, 1991). 
Starratt’s (1991) ethic of justice supports a servant and transformational leadership approach 
as this ethic is committed to supporting a strong community spirit (Ehrich et al., 2015). 
Ultimately, the most just decisions made by school leaders are the ones that produce the 
largest amount of good for the largest number of people within the school community 
(Gorman & Patrick, 2003). This ethic is closely related to the ethic of care, as this ethic is 
centered around equity and ensuring that all students (regardless of social, cultural, personal 
or academic circumstances) have the ability and support to learn and achieve (Ehrich et al., 
2015, p. 205). As with the ethic of care, an advisory program has, at its core, the 
understanding that every student has a teacher advocating for them at all times. This teacher 
will receive the appropriate professional development to ensure that they build positive 
relationships with their students (Holfve-Sabel, 2014) and to advocate for the students in their 
advisory group in all areas of their school life to help facilitate school engagement, self-
esteem. Academic motivation and well-being (Eccles, 2013; Roesser, et al., 1996). As an 
international school with approximately 50 nationalities, a strong advisory program ensures 
every student is supported. 
Ethic of Critique 
The ethic of critique is centered on ensuring that school leaders reflect on, and engage 
in discussion around, the current policies and practices in the school so that any injustice is 
uncovered and addressed (Ehrich, et al., 2015). In this ethic, not only is the school leader 
questioning the status quo from a policy perspective but they are also questioning the current 
practice of the staff in order to deliver the best possible learning experience for their students 
(Ehrich, et al., 2015). It is with this ethic that the teacher professional development piece is 
thoroughly analyzed. The teaching staff at MIS are caring professionals who work hard to 
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engage with all of their students. The current program in place does not allow for the teachers 
to ensure student well-being to the fullest extent. Thus, it is necessary to not only change the 
program in place but to also ensure that the teachers in middle school are trained and 
supported in the development of their understanding so as to adequately support their 
students. There needs to be a shared understanding of what an adolescent well-being and 
advisory program is otherwise, there is no base for starting an improvement process (Fink & 
Markholt, 2011). Critiquing teacher practice and a staff understanding of what best practice 
looks like in the unique MIS setting is key for this ethic.  
In summary, utilizing Starratt’s (1991) ethics of care, justice and critique to examine 
the proposed change process to improve upon MIS’ well-being program and implement an 
effective advisory program, a process strongly linked to the servant and transformational 
leadership approaches, will aid in ensuring the change process is an effective one.  
Chapter 2 Conclusion 
Chapter 2 examined the development and planning pieces of a plan for change at 
MIS. Leadership approaches to change were considered more deeply than in Chapter 1, with 
a combination of both servant and transformational leadership being utilized. A framework 
for leading change, using Kotter’s (2012) eight-stage process was discussed in-depth, as an 
approach that will match MIS’ current organizational state. Bolman & Deal’s (2017) Four 
Frames were used to provide a critical organizational analysis, considering the strengths and 
gaps within the human resource, structural, symbolic, and political realms. Four possible 
solutions to the PoP were examined, with a fifth, combined approach considered with both 
the teaching practice and professional development considered alongside a tailored advisory 
program at MIS. Finally, Starratt’s (1991) ethics of care, justice and critique were applied to 
possible solution for change to ensure that the change process appropriately considers all 
students and teachers, as well as the MIS community, as a morally just process. In Chapter 3, 
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a plan will be developed to implement, monitor and communicate the change process to the 
community. 
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Chapter 3: Implementation, Evaluation and Communication 
The first chapter of this OIP considered the unique elements of MIS and presented the 
leadership problem of practice - how to develop and implement a middle school program that 
addresses the unique needs of adolescent students to support their academic, personal, social, 
and emotional well-being at a private, for-profit, international school in South East Asia 
(SEA). The chapter considered the factors that contributed and influenced the problem, 
examining both internal and external data. The approaches of servant and transformative 
leadership guiding this OIP were introduced as was my agency, as head of school. The 
chapter concluded with an outline of a vision for change inclusive of a change readiness 
assessment (utilizing a PESTE model) to assess both the external as well as the internal 
forces that will shape change at MIS.  
The second chapter considered leadership approaches and examined Kotter’s (2012) 
eight-stage process to change, one that will match the current organizational state at MIS. 
Following Bolman & Deal’s (2017) Four Frames, the strengths and gaps were considered 
through a critical organizational analysis. The second chapter concluded with the examination 
of four possible solutions to my PoP, settling on a fifth solution which is a combined 
approach to improving teaching practice and professional development, alongside a tailored 
advisory program. Starratt’s (1991) ethics of care, critique and justice were applied to ensure 
an appropriate change process implementation.  
This third and final chapter of my OIP will present a detailed plan to implement the 
change process, to effectively monitor and evaluate the plan through its stages, to ensure 
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Change Implementation Plan 
In the previous chapter of this OIP, Kotter’s (2012) eight-stage process to change was 
outlined and this process will continue to guide the implementation plan here in this third 
chapter. Though Kotter’s stages are outlined one after the other, there is not always a clear 
and deliberate beginning and end to each stage throughout the process. Thus, some stages 
will overlap one another and may still be running while the next has begun. A full outline of 
the change implementation timeline can be found in Appendix B. 
Establishing a Sense of Urgency (Stage 1) 
It is imperative for a change process to be successful that a sense of urgency be 
established at the outset (Kotter, 2012). This sense of urgency will need to be clearly 
understood by all stakeholders and thus the delivery of this message must not only be 
communicated early, but often (Kotter, 2012). My agency, as head of school, will allow me to 
lead the communication of the sense of urgency and empower others within the school 
leadership team to reiterate this message across all stakeholders.  
Kotter (2012) warns of the barrier of complacency within an organization that may 
prevent the development of a sense of urgency. Figure 3 illustrates some of the sources of 
complacency that are present at MIS of varying degrees. Where MIS is a mid-priced 
international school within the host country, a small percentage of families each year enrol 
their children at the school as they wait for placements at some of the more elite international 
schools in the area (Admissions Dept. Report to the Board, 2017, 2018, 2019). This attrition 
generally occurs with the end of primary and transition to middle school, the end of middle 
school and the transition to high school, and throughout the middle years. Thus, over the 
years, it has become accepted that MIS will lose some students each year and a sense of 
complacency has formed in this area. With the closure of two campuses recently and the 
amalgamation of students and staff on one site (as discussed in the first chapter), the increase 
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in the number of international schools in the host city and thus the increase in competition for 
students, and the current pandemic resulting in fewer students and families coming into the 
country (Sim & Xinghui, 2020), MIS cannot afford to remain complacent and urgency must 
be shared across all stakeholders, igniting the change process and fuelling its growth and 
move to completion. As a transformational leader this clear vision of the organization’s 
current state is key, as is the servant-leader’s building of consensus and understanding of the 
situational need for change (Sergiovanni, 2013).  
Figure 3 
Sources of Complacency at MIS 
 
Note. Adapted from Kotter (2012) sources of complacency (p. 42). 
The sense of urgency will be presented during the annual strategic and action 
planning process in March/April. The strategic and action planning process includes 
numerous stakeholders from across the organisation during a two to three day retreat. This 
process will be conducted as a hybrid of virtual and face-to-face discussions this year due to 
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the pandemic so work will need to be done to ensure the message is delivered appropriately. 
This planning process will also tie into the school’s already existing strategic and action 
planning section, which is support for student personal and academic growth, which 
correlates to the WASC Focus on Learning Category C of the same name (ACS WASC, 
2016).  
There are no financial implications for this stage and time allotments will be 
scheduled to coincide with existing staff meetings and strategic and action planning retreats. 
This stage requires mostly planning and communication which will be done through the 
senior leadership team, primary and secondary leadership teams, and the primary and 
secondary offices. Using my agency as head of school will ensure that this process takes 
place.  
Creating the Guiding Coalition (Stage 2) 
Large-scale change initiatives are difficult to accomplish and a strong group of people 
within the organization are essential to sustain the process (Kotter, 2012). Both formal and 
informal leaders within the school are needed in order to effectively initiate and continue to 
move the process forward. Utilizing a transformational leadership approach, where there is a 
focus on building staff capacity and motivation, building a shared understanding of the 
school’s direction and fostering culture-building and creating opportunities for collaboration 
to ensure participation in the decision-making processes, will be key to ensuring a successful 
guiding coalition (Leithwood & Jantzi, 2009). This guiding coalition at MIS, which will be 
referred to as the ‘middle school committee’, will consist of the secondary school leadership 
team, the IBMYP coordinator, the whole-school curriculum coordinator, dean of students, 
school counsellors and volunteer middle school teachers.  
Some of the responsibilities of the middle school committee will include the 
following: 
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• establishing shared meeting norms to be followed for all group discussions and 
dialogues, 
• provide reading materials for discussion as well as planning staff PD days and staff 
meeting discussion times, 
• ensuring stakeholders are informed through regular communication channels, 
• developing a clear vision that is communicated throughout the organization, 
• developing a set of criteria to review the current pastoral program, and 
• developing the set of questions for the internal and external surveys, as well as the set 
of questions for focus groups, setting up those focus groups and leading the dialogue 
within those focus groups. 
There will be very little financial impact within this stage. There is potential for the 
school to provide assistance with regards to teaching relief for those committee participants 
who have teaching loads and this will have to be acknowledged within the school budget at 
the time of strategic and action planning. Some financial consideration will also need to be 
given to the purchase of reading materials through the school library staff professional 
development fund. The majority of the committee members hold leadership positions within 
the school and so already have ample time set aside in their schedules for collaborative 
planning and discussion. Wednesday staff meeting times will be available for some meetings 
and the two annual, full-day student-free professional development days set aside each year 
will be used for larger monitoring and evaluation pieces as they are scheduled one in each 
semester.   
Developing a Vision and Strategy (Stage 3) 
The importance of a strong and clear vision cannot be overstated. Kotter (2012) 
stresses that a strong vision will simplify the decision-making process, make clear the future-
state of the organization, and motivate staff into a coherent, coordinated coalition. Senge 
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(2013) posits that a strong vision will encourage stakeholders to excel and learn within the 
organization because they want to, not because they have to. Strong visioning is also a 
characteristic of both servant as well as transformative leadership, as a transformative leader 
not only reshapes the school culture but carries staff forward, along with the vision (Shields, 
2010). The vision of the future state of the organization must be communicated early to 
stakeholders (Kotter, 2012), with the future state being linked to the PoP, admissions office 
data, student demographic and enrolment data, and internal and external surveys of parents, 
students and staff. Table 3 illustrates the current state and the future desired state of MIS. 
This information will be crafted by the middle school committee and delivered to 
stakeholders.  
Table 3 
Current and Desired State at MIS 
 
The middle school committee will be tasked with developing a shared understanding 
of the actions to take place in the assessment and development of an advisory program and 
professional development program for teaching staff. As mentioned previously, weekly staff 
meetings will be utilized to communicate this information, in addition to other collaborative 
meeting times to be organized both regularly and ad-hoc as required. Feedback from 
stakeholders will be important, as well as successes and areas for growth, and the monitoring 
and evaluation framework for the action plan is outlined below in the next section.  
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The middle school teaching staff will form different focussed sub-groups, as needed,  
and the middle school committee will be responsible to offer professional development 
reading and learning opportunities for teachers to share new learning and teaching practice. 
Where it is important for these focussed groups to have opportunities to share common 
understanding of the vision and actions (Lee & Lee, 2013), time will be allotted during 
weekly staff meetings for the purpose of collaborative meetings. Other professional 
development opportunities will be presented to staff throughout the learning process, which 
may include workshops or conferences (both virtual and face-to-face) as they come available. 
MIS is a member of the East Asia Regional Council of Schools (EARCOS), which organizes 
multiple in-school workshops throughout the region and in the host country each year and 
offers a grant to member schools to bring in experts in a field for an in-school workshop. This 
is something MIS might consider offering with EARCOS financial support. EARCOS also 
offers annual conferences for school leadership and teachers each academic year. In addition 
to EARCOS, there are education professional development centres within the host country 
and student health and well-being are common topics for workshops which the middle school 
committee may take advantage of through their professional learning.  
Financial implications for this stage primarily involve professional development. MIS 
offers staff with a personal allowance of up to $700 per academic year, in addition to school-
initiated professional learning. Where this is a large school initiative that is fully backed by 
the board, ample funding will be provided through the annual budget to ensure that the 
teaching staff have access to the resources they need. In past school initiatives, MIS has 
brought experts into the school for three to five day professional development exercises 
where consultants could work with staff in classrooms and in planning sessions. In another 
past school initiative where MIS was looking to develop its early childhood play-based 
learning understanding and culture, the board approved a budget for staff to travel to Reggio 
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Emilia, Italy, for a two week professional development training course. In short, MIS 
recognizes the importance and need for professional development opportunities in order to 
move whole school initiatives forward. A budget will be put forward to the board during the 
annual strategic and action planning period. Where the actions and strategies will be 
implemented over a period of time, it is expected that budgets may adjust as the process 
moves forward. This will be considered during the monitoring and evaluation stage as 
described in the next section.  
Communicating the Change Vision (Stage 4) 
In order for everyone within the organization to understand the change vision and 
strategy, effective communication must be in place. Communication must be simple and easy 
to understand, and the message must be communicated multiple times and in multiple ways 
to ensure it is understood by all stakeholders (Kotter, 2012). The use of stories to tell the 
vision, communication in different forums, and repetition as much as possible is key to 
success (Kotter, 2012). In communicating the vision for change, it is important for all 
stakeholders within the school to have a strong understanding of the need for change and its 
importance (Armenakis & Harris, 2002). This can be done though opportunities for dialogue 
and discussion the be created at the outset of the change initiative. Communication is a key 
attribute of both transformational and servant leadership. A clear vision to followers and the 
right amount of persuasion, to convince followers in the decision-making process (Crippen, 
2010), is imperative to ensure stakeholders have a firm understanding of the vision and 
strategy.  
MIS has multiple channels for communication and these will be utilized to 
communicate the change plan and vision. Some of these channels include Monday morning, 
whole school briefings (face-to-face), afternoon staff meetings within the primary and 
secondary schools sections, Friday updates within the primary and secondary school sections 
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(via staff email and newsletter format), weekly head of department meetings, weekly 
leadership meetings, professional development days within orientation at the start of the 
academic year and also two professional development, student-free days each year (one per 
semester), regularly held parent evenings, whole school and departmental letters and emails. 
Communication explicitly through the middle school committee, as an additional 
communication vehicle, can be established early on if the committee feels this necessary. A 
more detailed communication plan is outlined in the section below.  
Empowering Employees for Broad-Based Action (Stage 5) 
In order for those involved in the change process to feel like they have control over 
the work they need to do, they must be empowered by the school leadership (Kotter, 2012). 
While the senior leadership of the school will be involved in leading this change initiative, it 
is important that teachers within the MIS organization are also taking the lead in multiple 
areas. Teacher leaders have the opportunity to influence the entire school community when 
they lead, through acceptance from other teachers within the community, respect for 
colleagues, and the sharing of knowledge from veteran teachers to those newer to the 
profession (Lieberman & Miller, 2004). Kotter (2012) states that the purpose of this stage is 
to ensure a large group of staff within the organization take action to remove as many barriers 
to change as possible. Some of the largest obstacles to change are skills, structures, and 
systems (Kotter, 2012, p. 106). Awareness is an important attribute of servant leadership as 
strong leaders are aware of their own capabilities in addition to their areas for growth 
(Crippen, 2010). A servant-leader will appoint others to work collaboratively and gain 
perspective, empowering employees to move forward with confidence.  
As stated previously in the first and second chapters, MIS has a strong organizational 
and hierarchical structure which will need to be recognized and adjusted in order to empower 
all members of the middle school committee. With a clear vision and clear goals of this 
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change initiative, committee members must be empowered to move forward in the process 
without constant checking-in to line managers above them. If everyone knows and agrees 
with the desired outcomes and path moving forward then trust can be afforded that actions 
and decisions are being made in the best interests of MIS.  
Potential pitfalls to this stage include a lack of professional knowledge and expertise 
regarding adolescent development and advisory programs. While there may be some staff on-
hand with some knowledge in this area, and some staff are currently reading material and in 
dialogue about middle school development, additional time and energy spent in professional 
development opportunities will help to alleviate this potential pitfall. As MIS progresses with 
this initiative the professional working knowledge of the staff should increase and 
professional dialogue along with it. This stage combines, in part, with generating short-term 
wins and celebrating small successes, which is the next stage outlined below.  
Generating Short-Term Wins (Stage 6) 
Major change initiatives take time and managing a change effort without celebrating 
short-term wins can be risky (Kotter, 2012). Momentum needs to be sustained by celebrating 
the achievements of the middle school committee, and all of the teachers working within the 
middle school, as the change initiative moves forward. Celebrating short-term wins can be 
done through the previously mentioned communication channels to ensure the message is 
widespread throughout the organization. Table 4, adapted from Kotter (2012), illustrates the 
importance of short-term wins in keeping the momentum moving forward for this stage of the 
change process.  
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Table 4 
The Role of Short-Term Wins 
The Role of Short-Term Wins 
• Provide proof that the sacrifices being made are worth it; justify the short-term costs involved 
• Provide those moving the change forward a reward and commendation; positive feedback 
motivates others and builds morale 
• Fine-tune the vision and the strategies; provides opportunity for dialogue over what is working 
and what needs to be adjusted; monitoring is important 
• Undermine cynics - obvious improvements helps to quiet those trying to derail a change 
initiative 
• Keep the school leadership and school board updated and engaged with the change initiative 
• Continue building momentum and help to keep people engaged and moving forward 
 
Note. Adapted from Kotter (2012) The role of short-term wins (p. 127). 
 
Consolidating Gains and Producing More Change (Stage 7) 
By the end of the next academic year (June 2022), a new advisory program will have 
been developed and implemented within the middle years at MIS. If it is successful, it will be 
continued through a full academic year the next year and it will be adjusted and implemented 
into the high school. Through the monitoring and evaluation process outlined later in this 
chapter, adjustments will have been made along the way to account for obstacles or 
challenges that are unforeseen, to ensure the success of the advisory program development. 
The gains made during the middle school implementation will be consolidated in order to 
produce more change into the high school. With regards to the teacher professional 
development and adjustments to the middle school program, by the next period of strategic 
and action planning (March/April 2022) the middle school committee will have proposed any 
changes needed to the middle school for the following academic year and these new changes 
will be scheduled to take place. Continual school improvement is a continuing cycle of 
growth and change. Culture creation and improvement is another key attribute of the servant- 
leader (Sergiovanni, 2013). By creating a culture where we continue change processes 
incrementally, and continue to make growth adjustments, we will create a culture where 
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change is seen as non-threatening and one that is looked forward to and embraced (Cawsey et 
al., 2016). Table 5 highlights some of the success indicators for this stage.  
Table 5 
Success Indicators for Stage 7 
 
Note. Adapted from Kotter (2012) The role of short-term wins (p. 150). 
Anchoring New Approaches in the Culture (Stage 8) 
The culture of MIS with respect to the middle school advisory program and 
adjustments to how we work with adolescents is not something that is going to change 
overnight. It will only be after people’s actions have changed in approach to middle school 
and we can see the benefits over time will we be able to see a connection between the new 
approach and an improvement in the personal, social, academic and emotional well-being of 
our students (Kotter, 2012). Successes need to be celebrated and our new approaches need to 
be monitored and evaluated in order to share what is working and also to share what is not 
working and make adjustments to improve. Open communication and dialogue on these 
changes and monitoring and evaluation will be key as we move forward. This is why, as 
Kotter (2012) states, “cultural change comes at the end of a transformation, not the 
beginning” (p. 164).  
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The adjusted advisory program for middle school will be communicated with all 
stakeholders so that parents, students and staff understand the structure of the lessons and 
core components, as well as the philosophy and new middle school culture being built. 
Student and staff handbooks will be adjusted to include information, as will the school 
website. An outline of the new curriculum will be written and adjusted as the academic year 
goes on through a process of monitoring and evaluation. Like all units within the middle 
years program, there is room for growth, adaptation and change as it benefits students, 
teaching and learning. The new advisory program will be added to the school’s regular IB 
curriculum review cycle to ensure it is kept up-to-date and relevant to both student and 
teacher needs.  
Potential pitfalls to this stage include staff turnover and the need for key personnel to 
remain with MIS for long enough to help embed the new culture and approach. Ensuring 
involvement from a number of middle school staff, heads of department and senior school 
leadership should help minimize this risk. Ensuring change takes place requires a great deal 
of leadership from many different people (Kotter, 2012). Financial implications for this stage 
will need to be taken into consideration for long-term planning within the school budget. 
Much will depend on the outcome of the investigation into the development of the advisory 
program, whether an existing system will be purchased and adapted or whether one will be 
written from the ground up. The possibility of continued professional development for staff 
will also need to be considered into long-term staff funding, especially where staff turnover 
comes in, over time.  
Critical Analysis and Limitations of the Change Plan 
The change plan outlined in this OIP is centred on a concern at MIS that is shared by 
all staff. At the start of the academic year 2020-2021 a sense of urgency was discussed with 
staff at the new academic year orientation briefing. Staff have formed throughout this year to 
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examine transition stages from the end of primary into the beginning of middle school and 
work has already begun to help strengthen this process. Both primary teachers as well as 
middle school teachers have been involved, in addition to school leadership. A handful of 
middle school teachers have come forward to acknowledge interest in being involved in the 
development of the middle school program and the current Dean of Students is researching 
advisory programs ahead of our start to planning at the coming strategic and action planning 
retreat. The proposed change is aligned to MIS’ mission, vision, values and culture as well as 
those of the accrediting bodies (IB and ACS WASC).  
Kotter’s (2012) eight-stage process is a clear and well-articulated model. Given MIS’ 
traditional organizational structure, as outlined in the first chapter of this OIP, it will provide 
a clear, easily understood implementation process throughout this change initiative and 
beyond. If done correctly, the changes implemented will be embedded into MIS culture, will 
be sustainable, and will be anchored in a new way of doing things.   
Communication throughout this process, with all stakeholders, will be key. It will be 
important that all stakeholders see the value in this change for not only the benefit of the 
students but also the benefit of the teachers and the school, as a whole. As stated in the first 
chapter of this OIP, a stronger middle school program and appropriate advisory program 
should also have the desired result of fewer students leaving MIS for other schools and thus 
increased enrolment.  
This change process is a lengthy one and will take time to implement fully and 
effectively. With numerous change initiatives that take place throughout the school each year, 
competing expectations from accrediting bodies such as ACS WASC, the International 
Baccalaureate and MIS’ local accrediting body, there is always risk to losing site and focus. 
Continual planning and adjustment will need to be made to keep this change moving forward 
and coming back to Kotter’s stages as an iterative process and not necessarily a linear one, 
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such as generating short-term wins and restating the change vision to retain momentum, will 
be important.  
My agency as head of school, as well as having senior leadership involved in this 
change initiative, will help ensure momentum continues throughout the process and that 
communication continues. The importance of this change must remain consistent in our 
message with clear ties to MIS’ mission, vision and purpose. This will help ensure that this 
change process remains relevant and a priority over other initiatives that come along. It is 
understood that the change process is a lengthy one and situations may change between the 
start of this process and the end, as new realities emerge. The monitoring and evaluation 
process, as outlined in the next section, as well as the communication plan as outlined in the 
last section of this chapter, will be key in its success.  
Change Process Monitoring and Evaluation 
This section of Chapter 3 will provide an overview of the need for a quality 
monitoring and evaluation plan, introduce the Plan-Do-Study-Act (PDSA) cycle to support 
cycles of learning and adjustment, and consider the tools and measures to be used to gauge 
progress and assess change.  
Purpose of Monitoring and Evaluation Plan 
Monitoring and evaluation of any change initiative is necessary to ensure that 
progress is being made and that unintentional deviations from the original plan are not taking 
place. Effective and periodic measurement of the change process is important as this can 
affect the outcomes of a change initiative (Cawsey et al., 2016; Markiewicz & Patrick, 2016). 
For the purposes of this OIP and to support my leadership problem of practice, a monitoring 
and evaluation plan will be outlined below to ensure the effective development and 
implementation of a middle school program that addresses the unique needs of adolescent 
students within MIS to support their academic, social, and emotional well-being.  
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Monitoring and evaluation are intended to be unified and integrated, yet the roles and 
functions of the two remain distinct (Markiewicz & Patrick, 2016). The main focus for 
monitoring is the tracking of implementation and the progress being made, ensuring that 
short-term outcomes are being achieved and allowing for small adjustments to be made as 
necessary (Markiewicz & Patrick, 2016). This is seen as a formative assessment of the 
change initiative. Evaluation, in contrast, is a summative assessment that moves beyond the 
tracking focus and makes judgements about the overall performance of the change initiative 
(Markiewicz & Patrick, 2016). Evaluation, then, is a deeper look at the progress being made 
and the “systematic determination of the quality and value of a program, with summative 
judgement as to the achievement of a program’s goals and objectives” (Markiewicz & 
Patrick, 2016, p. 12).  
A framework for my change implementation plan is outlined below. Where the 
solution to my PoP was decided upon as being a combined approach of both the teaching 
practice and professional development of teachers alongside a tailored advisory program at 
MIS, these will be detailed separately.  
Tools and Strategies for Monitoring and Evaluating Change 
Monitoring and evaluation will be conducted using the Plan-Do-Study-Act (PDSA) 
cycle, an iterative process which was originally popularized by Edward Deming (Christoff, 
2018; Pietrzak & Paliszkiewicz, 2015; Taylor, et al., 2014; Tichnor-Wagner, et al., 2017), in 
combination with the monitoring and evaluation structure already in place at MIS used to 
track strategic and action planning initiatives annually.  
As the name suggests, there are four main stages to the PDSA cycle: Plan, Do, Study, 
and Act, as represented in Figure 4. The first stage is the development of a plan for change, 
with clearly stated outcomes and expectations, including assigned tasks (Christoff, 2018; 
Tichnor-Wagner, et al., 2017). This stage identifies the how, the where, and the when the 
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plan will be put in place. It is important that during this phase of the process “specific 
objectives as well as predictions of outcome” (Christoff, 2018, p. 198) are clearly stated. This 
stage aligns well to both the transformational and servant leadership approach as both require 
a clear vision to followers as well as articulation of the conceptualization of the bigger picture 
of where we are headed. In the second stage, ‘do’ means to carry out the stated plan. It is 
imperative that during this stage of the cycle data is being collected and full documentation of 
the issues and successes are being recorded (Christoff, 2018; Taylor et al., 2014). While the 
first two stages of the cycle are setting up the plan and monitoring its implementation the next 
step, study, is evaluative and examines results thus far to determine if they match what was 
predicted is taking place and the impact that results are having. This leads into the final stage, 
act, which determines whether the intervention being tested is successfully adopted, or 
possibly changed as necessary, or abandoned altogether (Christoff, 2018). Once the cycle is 
complete, it begins anew (Taylor et al., 2014).  
Figure 4 
Simplified Representation of the PDSA Cycle 
 
In addition to the PDSA cycle, the current monitoring and evaluation structure that is 
already in place at MIS will be utilized in a combined approach. The current structure 
involves an annual action planning process that includes multiple stakeholders throughout the 
school. An organizational Strengths, Weaknesses, Opportunities and Threats (SWOT) 
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assessment is conducted (Table 6) annually by the Senior Leadership Team and Board of 
Management (the school is moving to a PESTE analysis as discussed previously in this OIP) 
to consider both external possibilities as well as internal ones (A more inclusive SWOT is 
completed every three years that includes a wider group of stakeholders as part of the 
strategic planning process). Parent, student and staff surveys are examined, multiple data 
points for teaching and learning (MAP, IBDP and IBMYP results, internal assessments), and 
student demographic data is utilized. Progress made through the previous year’s action plan is 
also examined and continued as needed. The SWOT layout, as well as the annual strategic 
action planning, is completed following the four categories of the ACS WASC Focus on 
Learning (FIL) document for schoolwide improvement. As mentioned earlier in this OIP, 
MIS is accredited by ACS WASC and follows the categories of FIL both for ease of the 
accreditation process as well as it being quality method for developing and tracking whole 
school improvement. This current process is aligned with my combined leadership approach 
as gaining perspective, working collaboratively with stakeholders, and building consensus are 
key elements (Leithwood & Jantzi, 2009).  
Table 6 
Sample of MIS SWOT Analysis Showing Category A, Organisation for Student Learning 
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After the SWOT is completed, wider groups of stakeholders examine the data 
produced and complete the annual strategic and action plan, as shown in Table 7. Over the 
past few years MIS has increased the wider group of stakeholders to include the Maintenance 
Supervisor, Head of Admissions, Heads of Departments, Office Manager, additional 
members of the Student Services Team, Board Members, and the Head of Security, in 
addition to the Senior Leadership team. Key performance indicators (KPIs) are listed, along 
with short and long-term goals. Strategic objectives are outlined, along with action plans, 
target dates, staff responsible, and any resources that may be needed. The plan is monitored 
and evaluated at the end of each semester, or twice per year. Evaluations are done as part of a 
modified Likert Scale from the lowest 1, to that of completion, 4.  
Table 7 
MIS Strategic Action Plan Template for the Academic Year 2021-2022 
 
While the current monitoring and evaluation process at MIS is effective from an 
evaluative perspective, monitoring typically only takes place at the end of the first semester at 
the same time as the initial evaluative process. The main issue with the current practice is that 
monitoring does not allow for adjustments to be made ahead of evaluation which reduces the 
success of goal completion. Adjustments are normally not made but rather reasons for the 
goal not yet being completed are given and, if needed, timelines are adjusted. Without proper 
monitoring, current action goals extend over prolonged periods of time and then run the risk 
of competing for resources as new goals are added during the next cycle. Evaluation centres 
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mainly on items being completed by target dates rather than their effectiveness. An adapted 
plan, which combines both the current template at MIS and the PDSA cycle, is shown in 
Table 8. This adapted plan overlays the four PDSA stages on the current MIS plan to show 
the planning stage, the doing stage (inclusive of stakeholders and evidence gathering), the 
monitoring stage (study) and the evaluative stage. At the evaluative stage any final 
adjustments will be made before full implementation and the cycle begins all over again. 
Awareness is a fundamental attribute of servant leadership and through the development of 
this OIP I have become aware of the limitations of the current practice and the need for 
change within this process. 
Table 8 
Combined PDSA and MIS Monitoring and Evaluation Template 
 
Plan for Monitoring and Evaluation 
The following plan describes what will be monitored in the solution to my PoP, which 
was a combination of two suggested options in the previous chapter, the teaching practice and 
professional development of teachers alongside a tailored advisory program at MIS. This is 
the ‘Study’ and ‘Act’ elements of the PDSA cycle as the ‘Plan’ and ‘Do’ elements were 
outlined in the previous section of Chapter 3.  
Component One: Teaching Practice and Professional Development of Teachers 
The data collected for this stage of the PDSA cycle will be heavily reliant on both 
quantitative and qualitative data. Quantitative data will be collected via surveys conducted 
with teachers regarding the effectiveness of the change process. Qualitative data will be 
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collected through reflections and focus group discussions within the teachers’ professional 
development teams, as discussed in the solutions in the previous chapter. The guiding 
questions that will be used to focus discussions during the qualitative data gathering will 
include the following (these may be adjusted or added to): 
1. What are the key social and emotional needs of adolescents during the first and 
second years of middle school (IBMYP 1 and IBMYP 2)? 
2. What is the amount of ideal time needed each week per individual student and how 
should that time be organized? 
3. At what stage are the personal, social and emotional needs of adolescents too great for 
the individual teacher and require intervention through one of the school counsellors? 
4. Do you believe that the initiative that have been put in place are having a positive, 
direct impact on adolescent student development? Why or why not? 
5. What additional strategies might you wish to put in place as we move forward? 
Discussions during the meetings will take place at the end of every quarter, twice per 
semester. It is expected that the teachers will take some time to get into the flow of these 
discussions as the initial quarter will see the teachers busy with professional reading. While 
professional reading will continue throughout the quarters, it is expected the discussions will 
grow richer as the teachers form a knowledgeable, common understanding and agreement on 
both the adolescent and unique needs of the middle school students at MIS.  
Component Two: The Development of a Tailored Advisory Program 
The data collected for the advisory program PDSA cycle will come from both 
quantitative as well as qualitative measures, similar to the above solution. Quantitative data 
will be generated by the result of student, staff and parent surveys surrounding academic, 
personal, social and emotional well-being aspects of the newly implemented advisory 
program. Surveys will be distributed quarterly with an intended participation rate of 80% 
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from each of the stakeholder groups, which is in-line with MIS’ current key performance 
indicator (KPI) for all school surveys. Qualitative data will be generated by student-teacher 
advisory groups that are implemented within the program. Advisory groups typically consist 
of a small group of students and a teacher who stays with them throughout the year, and 
sometimes beyond one year (Anfara, 2006; MacIver, 1990; Young & Michael, 2014). 
Teachers will document both informal and formal discussions with students regarding the 
development of the program, issues faced, and student feedback on suggested adjustments to 
be made. Guiding questions through the advisory group meetings will include the following: 
1. What is your comfort level when discussing academic, personal, social, and emotional 
well-being with your advisor? 
2. What are some challenges you have faced in the transition from primary school to 
middle school and is this transition becoming easier as we move through the year? 
3. Are there any challenges of middle school that you feel are not addressed by the 
advisory program? 
4. Do you enjoy coming to school every day? Why or why not? 
5. What are some times or situations when you feel a student might be more comfortable 
discussing issues with a counsellor rather than during advisory lessons? 
6. Would you prefer the advisory group stay together through the next academic year or 
would it be better to have a new advisory teacher and group? 
The above question list is not exhaustive. Recorded data from these questions with 
students will assist MIS in the effective implementation and continued development of the 
advisory program. Ideally, student comfort levels with the advisory group will grow over the 
weeks and quarters when the data is analysed. Fewer personal, social and emotional issues 
should be raised as the year progresses and students become more comfortable discussing 
issues within their advisory groups, or independently with their advisor, before they become 
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larger problems. The advisory committee chair will take the lead to collect data, prepare a 
synthesis and share data with the advisory committee. The school’s Google Drive will be 
used to store and share data and Google Forms will be used to create the surveys for 
stakeholders. In order to maintain anonymity of stakeholders, forms will be set not to capture 
email addresses or data but will be set to limit one response per computer address. An option 
for stakeholders to include email addresses will be offered in the event they wish to be 
contacted specifically for more information. A simplified monitoring and evaluation timeline 
plan for the PDSA cycles is provided in Table 9. 
Table 9 
PDSA Monitoring and Evaluation Timeline Overview  
Date Component One Type of Data Component Two Type of Data 
End 
Q1 

































































End of Year Evaluation 
 
This section has outlined the plan and method for collecting data and monitoring and 
evaluating the change to take place at MIS. The next section will look at the timelines and the 
outline for communicating this process to the various stakeholders. 
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Plan to Communicate the Need for Change and the Change Process 
An important piece to the change plan is an effective communication strategy. A 
leader’s oversight to the importance of effectively communicating change can lead to staff 
reactions that are less than favourable (Armenakis & Harris, 2002). Some of these reactions, 
according to Klein (1996) provide a “fertile ground for rumours, anxiety and ultimately 
resistance” (p. 32). To loop back to the grand theorist Pestalozzi (Wilkinson & Wilkinson, 
2013) and Kotter (2012), whose change plan this OIP is modelled on, the hearts and minds of 
stakeholders will never be captured without plentiful communication of quality. The ability to 
build consensus, listen to the community, and communicate a clear vision and progress along 
the way are fundamental attributes of the transformational and servant-leader. Thus, a strong 
communication plan is important to be able to generate support for the change, ensure 
understanding of what is taking place and the need for change, and encourage enthusiasm and 
commitment (Cawsey et al., 2016). This section will examine the communication plan laid 
out by Cawsey et al. (2016) as it relates to Kotter’s (2012) eight stages of change to achieve 
the goals of this OIP. A full outline of the communication timeline can be found in Appendix 
B.  
Cawsey et al.’s (2016) change plan focuses on four main goals: (1) to instil a sense of 
urgency throughout the organization for the need for change, (2) to ensure that everyone 
within the organization affected by the change understands how they will be affected, (3) to 
ensure those within the organization will understand any changes to the structure of their 
work or how things are done, and (4) to ensure stakeholders are informed about development 
along the way (p. 320). The communication plan has four main phases: (a) prechange 
approval, (b) creating the need for change, (c) midstream change and milestone 
communication, and (d) confirming/celebrating the change process (Cawsey et al., 2016, p. 
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320). Table 9 illustrates how the communication plan change phases link to Kotter’s (2012) 




Pre-change Approval Phase 
This phase aligns with the first two stages of Kotter’s (2012) eight stages of change, 
establishing a sense of urgency and creating the guiding coalition. In this phase the change 
agents need to ensure that the top level management of the organization are supportive of the 
change initiative. In my agency as head of school, this phase is not a difficult one to ensure 
support as I am in a position to enact and initiate change and, as outlined earlier in this OIP, 
the school board is already in support of moving forward. The change is already linked as an 
important action point in MIS’ coming strategic and action planning for the coming academic 
year and, as stated earlier in this OIP, aligns with the school’s mission and vision, ACS 
WASC’s mission and FOL categories C and D, and the IB mission statement.  
This phase includes targeting others with influence in the organization (Cawsey et al., 
2016) which aligns with Kotter’s (2012) creation of a guiding coalition. It is important at this 
stage to communicate with key individuals and groups within MIS, such as the heads of 
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department, curriculum coordinators, Dean of Students and counsellors, to ensure all have a 
shared understanding of the sense of urgency and the need to move forward.  
Creating the Need for Change 
This phase aligns with Kotter’s (2012) third and fourth stages of change, developing 
and communicating the change vision, and is a key attribute of the transformational and 
servant-leader. Communication from the change leaders needs to be strong, credible and have 
an enthusiastic approach to the change initiative (Cawsey et al., 2016). The vision for change 
needs to be established and effectively communicated, as do the steps that need to be taken. 
Cawsey et al. (2016) suggest the use of comparative data to help illustrate the urgency needed 
to implement the change (p. 321).  
Earlier in this OIP the need for change was discussed and its impact on the entire 
organization was clear. Middle school teachers and the secondary school leadership team are 
aware that changes need to be made to the middle school program to ensure the unique needs 
of middle school students are being met and to ensure satisfaction with the school’s program 
from both students and parents so that progress from primary into the middle years and we 
reduce attrition rates to other schools. The primary mode of communication for this phase 
will be face-to-face during staff meetings and smaller group meetings with middle school 
teachers and the middle school committee members.  
Midstream Change and Milestone Communication 
Kotter’s fifth and sixth stages, empowering employees for broad-based action and 
generating short-term wins, align with this phase. This phase also aligns well with my 
leadership approach of holding a strategic overview of the change process, or macro view 
which is an attribute of the transformational leader (Nsiah & Walker, 2013). In this phase the 
staff require information regarding future plans that may affect their roles within the 
organization (Cawsey et al., 2016). Specific and intentional strategies are needed in this phase 
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in order to communicate the appropriate message to staff. Staff also need to understand the 
short-term wins in this phase and the progress that has been made to this point (Cawsey et al., 
2016). This is a crucial part of the change communication process as the progress made thus 
far will be built upon to keep momentum moving forward and will also help to bring 
additional staff onboard, potentially those who may not have been fully onboard to date.  
A strong and effective communication plan is important during this phase as rumours 
and gossip will compete with the message being sent out by change agents (Cawsey et al., 
2016). During this stage it will be important to step up informal communication modes by 
myself and other members of the middle school committee. Klein (1996) suggests that line 
managers and supervisors are important in this communication phase because they carry 
authority and people expect to hear important information from their immediate supervisor 
(p. 35). Conversations in staff rooms, after school meetings, morning briefings, on the 
playground while teachers are on duty, will all need to be increased during this stage in order 
to reduce rumours and gossip and address these issues when they happen and before they can 
grow.  
Confirming/Celebrating the Change Process 
The final phase aligns with Kotter’s (2012) final two stages, consolidating gains and 
producing more change, and anchoring new approaches in the culture. During this phase it is 
important to communicate the successes of the change process. Along the way there had been 
celebrations of small wins and now the larger successes need to be celebrated. This will be 
done as a whole school face-to-face meeting, congratulating those involved in key stages as 
well as all of the staff involved. A formal letter will be sent to all stakeholders to ensure they 
are aware of the successes to date and the continued and future changes to come.  
The communication plan provides an approach that is easy to follow and takes into 
consideration all stakeholders within the organization. It takes into account my agency within 
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the school, a transformational approach to leadership as well as a servant approach to 
leadership linked to theorist Pestalozzi of winning hearts and minds. Numerous modes of 
communication are utilized and the channels for communication are laid out in a timely 
manner. Communication is tied into the PDSA model of continual adjustments and 
celebrating small wins as we move forward.  
Chapter 3 Conclusion 
This third and final chapter of my OIP presented a detailed change implementation 
plan utilizing Kotter’s (2012) eight-stage process, illustrating how some stages overlap 
through the linear change process that Kotter provides. A critical analysis with limitations of 
the change plan was then provided. The next section provided an overview of a monitoring 
and evaluation plan, utilizing a PDSA model, combined with systems already in place at 
MIS. The chapter concluded with a communication plan for all stakeholders at MIS using 
Cawsey et al.’s (2016) model with a full timeline contained in Appendix B. The next, and 
final section of my OIP, provides an overview of next steps and future considerations.     
Next Steps and Future Considerations 
This Organizational Improvement Plan (OIP) has outlined and presented a plan for 
change that is designed to support middle school students at MIS where I currently work as 
Head of School. It has identified the need for a middle school program that ensures the 
academic, personal, social and emotional well-being for the unique adolescent students at the 
school and proposed a plan for the change that needs to take place. The outcome of this plan 
will be the professional development of teachers at MIS to ensure common understanding 
and knowledge of the unique needs of adolescent learners at the school as well as the 
development of a tailored advisory program to ensure the personal, social, emotional and 
academic needs of our students are met.  
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Three follow-up steps that are related to the teacher professional development and the 
advisory program are proposed: refinement and publication of the advisory program for 
existing and new teachers to MIS, consideration and possible extension of the advisory 
program to the high school section of MIS, and continued study and work to support middle 
school well-being. 
The first follow-up involves the refinement and publication of the advisory program 
for existing and new teachers, as well as other stakeholders at MIS. The program will be new 
and will require refinement through the implementation process, addressing any possible gaps 
that may be presented. The program will need to be vetted through the school’s Academic 
Board for official acknowledgement to the school’s board, as well as the existing accrediting 
bodies, both international and local. Time will need to be spent with all middle school staff at 
the beginning of the academic year so that staff in charge of well-being, through the student 
services team, can ensure teacher understanding and appropriate planning of units. 
Professional development days will be utilised within the school to ensure ongoing training 
and development through the important first year(s) of implementation to embed the new 
process in the culture. 
The second follow-up step is linked to the first in that the successes of the new middle 
school advisory program will be examined and considered for extension into the high school. 
Though some of the units and themes of the advisory program will be different for the older 
students, such as university awareness, exam preparation, career-related concerns and 
relationships, many of the successes and lessons learned through the implementation of the 
middle school program should prove useful. In keeping with the mission and vision of the 
school, MIS will need to continue to look at student well-being at both ends of the middle 
school. While the primary section already has a strong program with homeroom teachers and 
support structures, some refinements may be considered and a committee will be formed to 
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consider this as well. Feedback from the middle school program implementation will be 
valuable as MIS considers extending the program.  
Finally, continued work to ensure middle school student well-being is an ongoing 
process. Within the host country the international schools already have a strong network for 
sharing best practice and new program initiatives. Various departments within the schools 
meet regularly to share resources and professional development. Section principals, as well as 
heads of school, meet in different capacities to discuss policies and procedures, provide 
leadership support, and discuss new trends in education. Counsellors and other support 
teachers amongst the schools also meet and MIS will present its new advisory program for 
feedback and critique. Other schools may benefit from the learning that MIS has gone 
through and MIS will learn from other schools as to what has worked for them and what has 
not worked in the past. Ultimately, MIS’ experience will hope to benefit students at other 
schools in the host country and create an ongoing dialogue with respect to student well-being. 
A Final Note  
Within any school environment there are always competing changes and 
developments that are looking for attention and resources. We are currently in the middle of a 
pandemic with COVID-19 and though vaccines are currently being rolled out in wealthier 
countries around the globe, it will be some time before the world returns to a state of free 
travel once again. It is hopeful that we will soon have the pandemic under control and no 
longer pulling our attention away from important processes, such as this change initiative. If 
there is one thing that the pandemic has shown our school, however, it is resiliency and 
despite the world being under siege, teaching and learning continues. I remain incredibly 
proud of MIS and have no doubt that even if the pandemic continues in different iterations as 
we move forward, we will be able to make change.  
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Appendix A: Readiness for Change for MIS 
 
Readiness Dimension Score 
Previous Change Experiences 
1. Has the organization had generally positive experiences with change? 1 
2. Has the organization had recent failure experiences with change? 0 
3. What is the mood of the organization: upbeat and positive? 1 
4. What is the mood of the organization: negative and cynical? 0 
5. Does the organization appear to be resting on its laurels? 0 
Executive Support  
6. Are senior managers directly involved in sponsoring the change? 2 
7. Is there a clear picture of the future? 1 
8. Is executive success dependent on the change occurring? 1 
9. Has management ever demonstrated a lack of support? -1 
Credible Leadership and Change Champions  
10. Are senior leaders in the organization trusted? 1 
11. Are senior leaders able to credibly show others how to achieve their collective goals? 1 
12. Is the organization able to attract and retain capable and respected change champions? 2 
13. Are middle managers able to effectively link senior managers with the rest of the organization? 0 
14. Are senior leaders likely to view the proposed change as generally appropriate for the 
organization? 
2 
15. Will the proposed change be viewed as needed by senior leaders? 2 
Openness to Change  
16. Does the organization have scanning mechanisms to monitor the environment? 0 
17. Is there a culture of scanning and paying attention to those scans? 0 
18. Does the organization have the ability to focus on root causes and recognize interdependencies 
both inside and outside the organization’s boundaries? 
0 
19. Does ‘turf’ protection exist in the organization? 0 
20. Are senior managers hidebound or locked into the use of past strategies, approaches, and 
solutions? 
0 
21. Are employees able to constructively voice their concerns or support? 1 
22. Is conflict dealt with openly, with a focus on resolution? 0 
23. Is conflict suppressed and smoothed over? 0 
24. Does the organization have a culture that is innovative and encouraged innovative activities? 1 
25. Does the organization have communications channels that work effectively in all directions? 1 
26. Will the proposed change be viewed as generally appropriate for the organization by those not 
in senior leadership roles? 
2 
27. will the proposed change be viewed as needed by those not in senior leadership roles? 2 
Readiness Dimensions  
28. Do those who will be affected believe they have the energy needed to undertake the change? 2 
29. Do those who will be affected believe there will be access to sufficient resources to support the 
change? 
2 
Rewards for Change  
30. Does the reward system value innovation and change? 0 
31. Does the reward system focus exclusively on short-term results? 0 
32. Are people censured for attempting change and failing? 0 
Measures for Change and Accountability  
33. Are there good measures available for assessing the need for change and tracking progress? 0 
34. Does the organization attend to the data that it collects? 1 
35. Does the organization measure and evaluate customer satisfaction? 1 




Adapted from Cawsey et al. (2016) to assess an organization’s readiness for change. The 
higher the score, the more likely an organization is ready for change. Scores can range from a 
-10 to 35. MIS’ score resulted in 25 out of 35. 
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Appendix B: Change Implementation Plan Timeline 
 






Strategic and action planning retreat 
and sharing of data surrounding 
middle school 








































Information sharing with staff; share 
strategic direction; prompt interest in 
the formation of middle school 
committee (MSC);  






Creating vision and sharing with all 
stakeholders; current state vs future 
state; form MSC and Chair appointed; 
roles and responsibilities of MSC 
determined and teachers set to tasks 
MSC Chair; 





Information sharing to all stakeholders 
through whole school briefings, staff 
meetings, newsletters/emails; board 
meetings; distribution of surveys to 
stakeholders; budget proposals to the 
board 
MSC Chair; 






MSC working groups and 
collaborative meetings; feedback and 
implementation; monitoring and 
evaluation of planning and progress; 
distribution of surveys to stakeholders 
MSC Chair; 






Feedback from teacher groups; 






MSC proposes changes advisory; 
budget adjustments; required teacher 







Monitoring and evaluating of new 
advisory program; formal progress 
report to board and stakeholders 
MSC Chair; 




Continued monitoring and evaluation; 
feedback loops; consideration of 
extending program to high school and 
plans made as necessary; formal report 
to board and stakeholders; proposed 
adjustments to middle school for next 






Full implementation of advisory and 
changes to middle school; timetable 







Monitoring and evaluation; PDSA 




Head of School 
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Appendix C: MIS Communication Plan Timeline 
 
Date Communicator Stakeholders/Audience Purpose Method 
March 2021 Head of School Strategic and Action 
Planning Group 
Create Sense of 
Urgency; Share 





April 2021 Head of School; 
Head of Secondary 
All stakeholders Create Sense of 
Urgency; Inform of 
strategic direction; 





middle school focus 
Virtual whole 
school meeting 





Head of School; 
Head of Secondary 
Secondary school 
teachers; Upper primary 
teachers  
Create initial MSC 
and nominate chair; 
Discuss strategic 
direction; Commence 
summer reading and 
plan for note sharing 
Face-to-face; 
email follow-up 










Head of School; 
Head of Secondary; 
Chair of MSC 










Whole School plus 
additional Secondary and 
middle school groups 
Feedback and 
discussion of summer 
reading; note sharing; 


























Head of Secondary; 
HODs; Chair MSC 





Secondary staff; Senior 
Leadership Team (SLT) 
Continued feedback 
and monitoring of 
progress; celebration 
of short-term wins 
 
Monitoring and 
celebration of (future) 
short-term wins 
Face-to-face and 




Head of Secondary All Stakeholders Results of surveys 
conducted; Invitations 
for follow-up with any 
necessary focus 
groups 
Letter via email 
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Head of Secondary; 
Chair MSC 








and monitoring of 
progress; celebration 
of short-term wins 
 
 
Review of monitoring 
and adjustments 
needed to plan; 
Evaluation; Updates 













trial of combined 
classes (if lessening 

















Chair of MSC; Head 
of Secondary 








Secondary staff; Upper 
primary 
Continued feedback 
and monitoring of 
progress; discussion 
over prep for 




Rolling updates of 
progress and any 
adjustments made; 
Feedback looping 
cycles; PDSA cycle in 
action; Ongoing 
monitoring continued 
in prep for evaluation 








April 2022 Head of School; 
Head of Secondary; 
Chair of MSC 
All Stakeholders Information on any 
changes to come for 
the next academic 
school year as a result 
of work done this year 
with advisory and MS 
program 
School letter sent 
via email 

















and monitoring of 
progress; discussion 
over possible 
timetable changes (if 
any) so as to advise 
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Date Communicator Stakeholders/Audience Purpose Method 
 
 








(if any) for the coming 
year and planning to 
be done; Advisory 
program adjustments 
for next academic 
year (August) 
June 2022 Head of Secondary; 
Chair of MSC 
Whole School Staff Evaluation of plan 
implementation; 






August 2022 Head of Secondary; 
Chair MSC 
Secondary Staff Action plan review; 
department and 




















Chair of MSC; Head 
of Secondary 












All Stakeholders  
Continued feedback 
and monitoring of 
progress; discussion 
and feedback for Head 
of Secondary in 
preparation of Board 
evaluation; advice for 










Evaluation at end of 
semester (Dec) and 
adjustments made; 
Evaluation report 
presented to Board  
Face-to-face; 
Email and letter 
(Parents) 
January 
2023 - June 
2023 
Chair of MSC; Head 
of Secondary 
All Stakeholders Continued PDSA 
cycle; Consolidating 
gains; Anchoring 
change in culture; 
Continued monitoring 
and evaluation 
(May/June); Look to 
continue efforts into 
High School if 
appropriate for 
advisory 
Face-to-face; 
Written report; 
Letter to 
community; 
email follow-up 
with staff 
 
